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SUMMARY

This guide provides sufficient background and technical information to cnable a measurement
facilitator to use the Methodology for Generating Efficiency and Effectiveness Measures (MGEEM)
to create a complete productivity measurement system for any organization. Requisite background
information includes knowledge of tre systems concept so that the organization for which the
MGEEM is to be applied can be meaningfully defined in terms of its inputs, outputs, goals, and
interactions with its environment. According to the systems concept, productivity has two
components: (a) efficiency, the quantity of inputs required tc produce a given level of outputs
and (b) effectiveness, the extent to which these outputs conform to wission requirements,

After becoming familiar with a target organization and defining it as a system, a measurement
facilitator develops a plan for implementing the MGEEM which includes a strategy for
strengthening "forces for" and minimizing "forces against" the measurement process. Within the
context of the implementation plan, the. facilitator begins Phase One of the MGEEM process by
convening a meeting of the commander (manager or supervisor) and his/her immediate subordinates.
This group is posed with the question "What does the Air Force pay this organization to do?"
Consensus on the answers, called Key Result Areas (KRAs), is developed through a structured group
process, Phase Two involves a meeting with the commander's subordinates and selected members of
their subordinates. For each KRA, the facilitator asks what the commander needs to know to
determine how well the organization is doing on this aspcct of the organization's productivity.
Consensus on the answers, called indicators, is again developed through a structured group
process. Examples of KRAs and indicators are (a) for a repair shop, quality of repair and
quality control inspections passed; (b) for personnel, timely and effective staffing of positions
and percentage of positions filled; and (c) for engineering, customer support and percentage of
work orders accomplished. In Phase Three of the MGEEM process, computerized indicator data are
periodically reported to workers and managers according to the principles of feedback, goal
setting, and incentives. These principles have to do with issues such as the frequency and
objectivity of feedback; the acceptability, difficulty, and feasibility of goals; and the
connection between effort, performance, and reward. Suggestions are made to overcome barriers to
successful implementation,



PREFACE

This is one of two final technical papers from Task 13, Tecnnolody Transfer Plan
and User Manuals for the Methodology for Generating Efficiency and Effectiveness
Measures (MGEEM), for Contract No., F33615-83-C-0030, Contributive Research in Manpower
and Personnel Technglogies, The other technical paper is AFHRL-TP=86-26, Methodology
for Generating Efficiency and Effectiveness Measures (MGEEM): A Gui‘de for Commanders,
Managers, and Supervisors. Both technical papers are user manuals for the MGEEM, The
conceptualization and field test of the MGEEM are documented in AFHRL-TR-81-9,
Productivity Measurement Methods: (lassification, Critique, and Implications for the
Air Force, and AFHRL-TP-84-54, Field Test of the Methodology for Generating Efficiency
and Effectiveness Measures,

The authors wish to express their appreciation to the organizations and inJjividuals
who participated in the review of this dccument. In particular, we thank Col Robert M,
DePhillipis, Chief of the Management C(Consulting 8ranch, Leadership anc Management
Development Center (LMDC/MC) ana Lt Col Arthur R. (Bob) Canms, 1!l and Ma) Dwight E.
Beauchamp in the Progductivity Office of the Requivements Division. Directorate of
Manpower and Organization (HQ USAF/PMRE). These reviewers made substantial inputs to
the final manuscrigt which enhance its relevance for Air Force users.
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METHODOLOGY FOR GENERATING EFFICIENCY
AND EFFECTIVENESS MEASURES (MGEEM):
A GUIDE FOR AIR FORCE MEASUREMENT FACILITATORS
1. PRODUCTIVITY IN AIR FORCE ORGANIZATIONS

1.1 What is Productivity?

What does productivity mean? Manpower cuts? More for less? Peacetime efficiency at the
expense of wartime readiness? Or could it mean quality products and services, improved military
preparedness for the tax dollar spent, more effective organization, higher utilization rates for
equipment, higher reenlistment rates, and a reduction of maintenance costs per sortie?

To military commanders, productivity may have any or all of these connotations. For most
commanders, productivity has various meanings, depending on their position, background, and
management philosophy. However, for the Air Force as a whole, there is little doubt that the
concept of productivity and the need for productivity improvement will exist for the foreseeable
future. . As long as there are multiple threats to the nation's security and limited resources to
deal with these threats, the military faces the problem of how to obtain the best defense for the
available dollars and manpower. This is what productivity is all about.

As a measurement facilitator, you are most likely to work with units at the wing level and
below, Therefore, you need to think about what productivity means at these organizational
levels. Before discussing the meaning of productivity, we need to introduce some ideas about
orgaﬁizations as systems. This will already be familiar to many Air Force managers and management
consultants, but it is essential to an understanding of the Methodology for Generating Efficiency
and Effectiveness Measures (MGEEM),

1.2 Basic Systeﬁ Concepts

A system is a set of interrelated components that have a common purpose or goal. An Air
Force organizational system could be a wing, a squadron, or even a small .work team within a
squadron, Systems can be small or large. However, they all have a set of interrelated
components, such as people, materials, equipment, and organizational entities, which share a
common mission,

Systems are defined in terms of their inputs, outputs, goals, and interactions with their
environment across system boundaries. Let us examine these concepts for a military organization,
a communications-navigation (comm-nav) branch in an avionics squadron. This branch performs
maintenance on the on-board communications and navigation equipment carried by aircraft in the
wing.

Te2.1 Inputs

As a general rule, inputs to a maintemance organization can be grouped according to the
categories in Table 1.



Table 1. Categories of Inpuls

B3 = s e e g

Labor - Number of hours worked
Material - Number of pieces, number of units, dollar value, etc.
Capital - Number of dollars invested, depreciated value of assets, etc.

Energy - Number of kilowatt hours used, number of gallons of fuel, etc.

For the comm-nav branch, Tabor inputs consist of the total number of assigned personnel
multiplied by the number of duty hours in the period under consideration (e.g., week, month). 1In
certain cases, it may be desirable to adjust the total labor input for such factors as personnel
on temporary duty (TDY), on detail to other units, on leave, etc. to arrive at the total number
of available hours., Although definitions must be explicitly agreed upon, 1labor input is
typically defined in terms of the number of hours spent by designated personnel during a given
time period. In most military organizations, the most significant input is labor.

A sebond input category for the comm-nav branch is material. In order to perform its
mission, personnel must be supplied with spare parts, expendable items (e.g., non-capitalized
tools and equipment), office supplies, etc, Quantifying material inputs presents a number of
measurement problems because the categories of measurement vary from item to item. For example,
if we were concerned with wire, we would probably quantify it in terms of feet. If we were
concerned with pencils, we would count the number of pencils or number of dozens. For avionics
components, we would count the number of items. Obviously, we cannot aggregate or add "apples
and dranges” unless they are converted to a ccmmon scale of measurement. Typically, the common -
scale for material is dollars. Depending on the accounting practices of the unit, item values
can be expressgd in terms of initial cost or in terms of replacement cost.

A third category of inputs is capital. At the branch level, there is usually very little
knowledge of capital investment program opportunities or the process by which assets are
capitalized. However, the unit of measurement for capital assets, such as buildings and major
pieces of test equipment, is units or dollars of depreciation. In wing -or higher -level
organizations, capital may have more importance. Refer to Air Force Regulation (AFR) 25-3, Air
Force Productivity Enhancement Program (PEP) for a description of Air Force capital investment
programs.

A fourth category of inputs is usually called energy. This category includes the electricity
to operate the facility, the fuel to power vehicles or aircraft, and gas or oil for heating, In
the case of the comm-nav branch, energy is not a significant input. Perhaps the branch owns
vehicles and can affect the gallons of fuel used. It can also affect the amount of energy used
to heat its facilities. However, energy matters are typically handled by a centralized resource
management agency. When a single energy type is considered, it is preferable to quantify it in
terms of physical units such as gallons, kilowatt hours, or British thermal units. However, if
aggregation is an issue, units must be converted to dollars.

Telel Outguts

A second major systems concept 1s outputs. An output is a product or service that a system
produces to achieve its purpose. In the comm-nav example, outputs are pieces of equipment
repiired  personnel trained, reports submitted to squadron headquarters, etc, Whatever the



organization produces for use outside its own organizational boundaries i< an output. A
distinction is frequently made between "intermediate" outputs and "final" outputs. Intermediate
outputs are consumed by the organization itself or are necessary for use by the organization to
produce final outputs. Final outputs are exported across the organization's bcundaries to other
organfzationa! systems,

1+2.3 System Boundary

The boundary of a system separates it from its eavironment. Although the ccncept of boundary
is "theoretical,™ it has practical implications. However, defining a system in terms of what it
includes s not always easy. For instance, in cefining the comm-rav branch i< a system, where do
you draw the line? Is an individual whc is or detafl to the -~juadror fcr ? months within the
system? Are the vehicles on permanent loan to <he brarch frcm the mctcr gool part of the
comm-nav system or the motor pool system?  QJuestions sSuch as these .St be answered to
unambiguously define the system uncer investigation. Once such gquestions are answered, the
system's boundaries can te drawn, However, it should be clear from these eximples that boundary
issues deal with botr space (e.g.. area occupied by system ccmponentsi, zan¢ time (e.g., the
length of time somecne is away from the organization before that person is Considered nc longer
within the system).

1.,2.4 Environment

Once a system is defined by specifying its bounadaries, its environment must also be defined,
Anything that 1is not part of the system fs part of its environment. Systems survive through
transactions with their environment, Personnel resources, supplies and equipmert, and energy to
operate the system flow from the environment, Relevant organizations in the environment of the
comm-nav branch include the maintenance directorate, avionics squadron headquarters, other
branches in the avionics squadron, supply organizations, and flignt operations (since many of the
branch's mission goals flow from equipment writeups made by flight crews)., Maintaining effective
boundary relationships is a critical aspect of a system's operaticn,

1.2.5 System Diagrams

These basic system concepts may be depicted in the form of a diagram, as shown in Figure 1.

-------- ENVIRONMENT —=coomne i

-------- ENVIRONMENT =em-enes

Figure 1. System Diagram.

As Fiqure 1 shows, a system {s defined by its boundary, which separates {ft from its
environmenc, In an open system, such as an organizational system, inputs are derived from tne
environmert. The system uses these f{inputs to produce cutputs whict are exchanged with the
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environment., As this very simple analysis suggests, an organizational system must manage the
process of converting inputs to outputs, but must also manage its boundary relationships to
assure a continuing flow of inputs. In most organizational systems, the flow of inputs is
dependent on the extent to which system outputs conform to the requirements of the environment
(e.g., customers) with respect to quantity, quality, price/cost, etc.

1.3 Productivity - A Systems Concept

Now that we have discussed the basic components of an organizational system, we are in a
position to define productivity. As appliec to Air Force organizations, productivity has two
' components: efficiency and effectiveness. Efficiency is concerned with the quantity of inputs ¢
required to produce a given level of outputs., Effectiveness refers to the extent to which the '
outputs conform to mission requirements. These definitions are expressed in AFR 25.3, which
defines productivity as:

.sothe measure of an organization's performance. 1It's not only “"efficiency” (the
ratio of inputs to outputs), but also "effectiveness® (to what extent the output
satisfies mission nbject,ves) (AFR 253, 1982, 5. 2).

2. LAYING THE FOUNDATION

2.1 Selecting a Measurement Facilitator

The MGEEM process is conducted by a measurement facilitator who s usually someone external
to the organization, although not necessarily so. The measurement facilitator should possess a
working knowledge of and demonstrated skill in group facilitation (e.g., conducting meetings,
facilftating group discussion, interviewing, bringing about consensus, and listening), Although
specific faciflitation skills unique to the MGEEM are covered in this manual, no attempt {s made
to provide a full treatment of the range of skills required., Measurement facilitators lacking
group facilitation experience should obtain guidance from a "process" coach. [n Air Force
organizations, such coaches might be quality circles facilitators or human relations trainers, or
persons working in headquarters consulting organizations. In addttion, the facilitator should
understand the basics of organizational performance measurement. AFR 25-3 is a helpful guide in
this respect, especially its General [nformation and Glossary sections,

2.2 Organizational Familiarization

Once selected, the measurement facilitator must become famfliar with the target
organization, This can be accomplished through (a) discussions with the commander (manager or
supervisor), (b) a review of existing i{n-house documentation, and (c¢) a tour of the
organization's facilities and work sites.

2.2,V Discussfons with the Commander

Ar initial meeting with the target unit's commander marks the formal begirning of the MGEEM
process, If the commander has initiated the process and selected the measurement factlitator,
then this meeting should focus on the commander's purpose in initiating the measurement activity
and on helping the measurement facilitator become familiar with the organization. However, in
“he event that the commander has been directed by higher headquarters to begin the measurement
process - not the 1deal sfituation « the infitial meeting will be cf a different nature. In that
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case, the measurement facilitator should devote considerable time and attention tc establishing
rapport with the commander to assure him/her that the purpose of the MGEEM process 1s to develop
a measurement too! that will improve the management cf the unit.

Based on the assumption that the commander is voluntarily engaging in the MGLEM process, the
factlitator can use the structure¢ interview form in Appendix A to assist in the initial
meeting, In this meeting, it is likely that the commander will expect to receive an overview
briefing on the MGEEM inmplementation process. Therefore, the facilitator should be prepared to
discuss the major steps in the process and provide a timetable for their implementation, The
fmplementation planning process is Jiscussed in Section 2,3.3.

2.2.2 Review of Existing In-House Documentation

In most Air Force functional areas, the measurement facilitator can become sufficiently
familiar with the target organization and its functions by reviewing written material relative to
the organization. Examples of documentation that can be included fn this review are:

1. Work center descriptions;

2. Task inventories containing detailed task 1istings of the Air Force Specialty Codes
involved;

3. Organization .nd work center organizational charts;
4. Manpower studies conducted for the organization or for the functional specialty;

5. Regulations/directives and other offfcial documents that govern trhe wcrk of the target
organization;

6. Commander's briefing packages used to give visitors an overview of the crganization,

2.,2,3 Site visit

Another source of information about the target organization {s a sfte visit, Prior to
conducting such a visit, the facilitator and commander should decide how the facilitator 1s to be
introduced to unit personnel. If the visit {s to be conducted prior to the implementation of the
measurement communications plan, then the facilitator shoula de introduced as a visitor, if unit
personnel have been fully informed about the purpose and events associated with the MGEEM
implementation process, the facilitator should be f{dentififed as being associated with the
process, The f{ssue 1s that the facilftator’'s wvisit tkrough the organization 1{s not the
appropriate time to communicate to unit personnel what the measurement process 15 about.

During the site visit, the faciflitator's primary concern 1s to develop a visual picture and
to "learn the language” of the target organfization. The facilitator should focus on identifying
the unit's major procducts and services and developing a general understanding of the work f)ow
fnvolved, Although 1t is possible for the facflitator to do an adequate job of conducting the
MGEEM process without having seen the work site, there are advantages to such a visit, One
advantage is the opportunity to establish rapport with members of the organfization., If the
factlitator cares erncugh to see how the organization works, members will tend to accord him/her
greater respect. Another advantage {s that through ceeing the work site, the facilitator will
communicate more effoctively 1n the group sessions to follow., The facilitator will better
understand participan.s’' comments withcut needing to seek clarifjcation,




2.2.4 Organizational Diagram

The facititator shoula depict the results of the crganizational familiacization process in
the form of an organizational diagram. [n essence, this is the systems diagram shown in Figure
loaded with characteristics of the specific target organization, A resulting sample
organizationai dfagram for a base administration division is shown in Figjure 2.

2.3 Planning the Measurement Process

2.3,1 Defining Goals of the Measurement Activity

The first step in developing a measurement plan involves working with the commander to define
the goals of the productivity measurement process. There are many reasons why organizations
decide to generate measures of their procductivity. In general, these motives may be grouped
under (a) organizational control and (b) organizational improvement. The motive of
organizatfonal control is that organizations want to generate measures to satisfy the needs of
someone else (e.g., higher headquarters or a control agency, such as manpower or budget). Tre
motive of measurement for organizz‘*irnal improvement has a different focus, fn that the
commanders themselves wish to create measures as guides to take corrective action to improve
organizatfonal performance. Thus, control-poriented measurement fs wused by organizations to
Justify themselves to organfzations in their environments., Improvement-oriented measurement
provides {information to enable organizations to better manage themselves, Control-oriented
measurement 1s commonplace in the Air Force, but improvement-oriented measurement occurs less
frequently. Since the MGEEM 1s primarily an {improvement-oriented approach, this distinction
needs to be recognized,

A basic purpose of developing improvement-ortented measurement {1s that 1t provides an
organization with a considerable degree of self-control, Therefore, the relevant measures are
not those which fall under the control of external agencies. For the purposes of MGEEM, the most
relevant measures are those that are controlladle from the point of view of the unit commander.

Measurement should help the commander periodically identify and track those aspects of
efffciency and effectiveness over which he/she has control. Through measurement, the unit can
assess its current performance and take corrective action as required. The facilitator should
work with the commander to promote improvement orfentation as the purpose of measurement.
Measures befng so developed are for the unit ftself, not for some outside control agency or
higher headquarters.

2.3.2 ldentifying Forces For and Against Success of the Measurement Activity

At this stage of the process, the facilftator should work with the commander to identify the
driving and restraining forces associated with {implementation of the MGEEM process.
Identification of these forces can be portrayed as a dfagram (Figure 3), At tne discretion of
the unit commander, it may be helpful to fnvolve other managers, supervisors, and individual
workers in this effort,

2,3.3 Developing an Implementation Plan

Once the "forces for and against" analysis has been completed, the result should serve to
guide the development of an implementation plan, The strategy to follow in developing an
{mplementation plan is to consider options for maximizing or strengthening the forces for anc
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minimizing the forces against successful implementation, A diagram such as thati shown in Figure
3 can guide this process.

For example, consider the first item under ferces For in Figure 3, "Cormander Support.”
Commander Support is a force for MGEEM implementation, but only if it is communicated clearly and
strongly to all members of the organization, Therefore, an important step in the implementation
plan is to communicate the support of the commander to organization members. A similar process
can be carried out for other Forces For items,

Goal - Successful lmplementation of MGEEM

Forces for Forces against
Commander Support — ---e----e--- > €-ccomoeenen Fear of More Paperwork
Desfre to Improve e-e-cececcca-a > §eomeononcncaa Heavy Workload

Noncommissioned Officer

(NCO) Support = eccececena-s > O R Fear of Personnel Loss
Personnel Desire sccccces caasd foooconcoccnn Lack of Understanding
to Have a Voice of Productivity
Comvocoocncnn Fear of Losc of
Freedom

Figure 3, Analysis of Forces For and Forces Against Successful Implementation
of MGEEM,

Forces Agafinst can be addressed in the {implementation plan by (&) acknowledging them, (b)
reducing them, (c) showing that there is no substantial reason for concern, or (d) removing the
reason for the fear, For example, Fear of More Papervork might be removed or reduced by 2
notation in the implementation plan of the need to acquire a personal computer, or Fear of Loss
of Freedom might be addressed in the orientation process prior to measurement development, A
sample implementation plan format {s presented in Appendix 8.

2.4 Communicating the Implementation Plan

After the measurement plan {is developed, it should be communicated over a short period of
time to all members of the organization from the top down. Communicatfon should be in the form
of both face-to-face and written communication., The sequence of communfcation activities for a
branch might be as fcllows.

Monday, 0800, Brarch Chief's Staff Meeting., The branch chief introduces the facilitator and
discusses the purpose of the MGEEM measurement activity within the branch, The facilitator
discusses the -~teps involved in implementation and proposes a timetable, Section chiefs are
asked for comments, and schedule conflicts are resolved. The branch and section chiefs agree on
the appropriate time for the facilitator to visit the various sections to present the measurement
plan,

Monday, 0900, Facilitator and Branch Chief Finalize Memorandum, A menorandum is prepared for
later distribution to personnel, summarizing the hightights of the implementation schedule. The
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memorand:t <hould focus on the purpcse of the measurement activity, the schedule, and now members
of the organization will pe affected.

Monday, 1300 - 1400,'Norkplace Meetirgs, The fuctrlitator anu bdranch chief 3> to each section
and hold 10- to 15-minute meatings with section memders. OQOuring these meetings, merbers hear the
branch and section chiefs express support for the MGEEM measurement process. Members hear from
the facilitator a generai outlire of the steps involved in implementation :nd what will be
expected from each memter of the organization. Each member of the sectior receives a copy of the
previously developed memcrandum, which summarizes the information presentec, Members' questions
are answered,

2.5 Pitfalls to Avoid

At this stage of the process, there are some majcr rules-of-thumpc tc observe in order to
avoid some common pitfalis:

i. Avoid the perception trat the measurement effort is being forced on the organization
and does not have the support of branch and;or section chiefs, The main purpose of the
communications effort is to prevent such misperceptions, Vvisible, sincere management support is
essential to the success of the MGEFM process.

2. Avoid the perception that the process is designed to “tighten the screws” on members
of the organization. Improvement, not control, should be the focus. All commurications should
focus on these points: we {members of the organization) are doing this for our owr benefit, to
give us a score card on our performance, to provide a3 sense of accomplishmert, to give us
feedback, anc to help us identify areas where we can improve performance in trhe cense of wcrking
more efficiently, not necessarily harder.

3. Recognize in the planning process the legitimate organizationral tarriers to
implementation of the measurement effort, For instance, it 15 a mistiake not tc recogni o
expected strains on rescirces, such as large nurhers of people on TDY and on exercise, cr to fail
to pay enough attentfon to the fears of organization members. Implementetior must include o
sincere effort to q9ive people a chance to voice their fears and concerns aru have those concerns
answered hcnestly, However, implementation should not be allowed to dray on until each minor
fssue is resolved,

4, Ensure that the target organmization hkas Leen clearly defined. To avoid
misunderstancings, the facilitator must have a clear conceptior, displayec in an organization
diagram, of wnat orjanizaticnal units and functions are within and Leyoud the scope of the
measurement activity. This understanding must be shared with and agreed to by the commander and
management of the target organjzation,

3. DECIDING WHAT TO MEASURE IN AIR FORCE ORGANIZATIONS

3,1 Productivity in Afr Force Organizations

One of the factilitator's primary responsitilities is to help the comuander of the target
organization communicate the philosophy of productivity improvement to organizational! members.
This requires two sets of competencies, First, the tacilitator must have an understanding of the
meaning of productivity {mprovement as {t relates to other aspects of an organization's
functioning, Second, the facilitator must be atle to cormunicate this understanding meaningfully
to commanders, officers, enlisted personnel, and civilian employees, Tre facilitator must




understand and communicate the meaning of productivity to these members whether they be in
operational units (e.g., fighter squadrons, jet engine maintenance branches, and military airlift
wings) or in support units (e.g., administration divisions, weather detachments, and base
contracting offices)., This section provides the basic concepts of productivity for the
facilitator and suggests a means of communicating these ideas to target organization members.

Air Force Regulation 25«3, AFR 253 contains useful information for the facilitator on the
application of productivity concepts in the Air Force environment. Of particular use in the
MGEEM process are the General Information and Glossary sections,

Productivity and Readiness, One commonly held notion among Air Force commanders is that the
concept of productivity implies achieving peacetime resource savings at the expense of wartime
readiness. This {issue is addressed in AFR 25.3, which notes that productivity enhancement
focuses on functions that are essentially the same in peacetime and wartime {e.g., launching and
recovering aircraft, repairing components, delivering fuel, and procuring and distributing
supplies),

Discovering and implementing improved ways of performing these peacetime functions will
both enhance their effectiveness in wartime and free resources for use in improving
readiness in other areas, (AFR 25-3, 1982, p. 2).

Wing commanders involved in a field test of the MGEEM (Tuttle, Wilkinson, & Matthews, 1985)
observed that in the Air Force, resource constraints are a way of life, whether in peacetime or
wartime. Therefore, commanders at all levels must be concerned with efficiency as well as
effectiveness., In discussing productivity and readiness, however, the issue 1is not one of
tradeoffs betwecen the two. The fssue is assuring the maximum level of readiness for a given
leve)l of resources, Stated in this manner, improved productivity is clearly consistent with
improved levels of readiness,

Productivity and Morale. There is often a tendency to think that productivity improvement is
obtained 2t the expense of morale. (Experience suggests that while this tradeoff sometimes
occurs, it 1is more frequently the case that organizations which perform well also have high
morale. High performance, high productivity, and high morale are complementary, not competing,
aspects of organizational performance. The key to this linkage lies in the following assumptions
about people in organizations;

1, Most people want to do a good job.

2. Most pecple want to feel that they are a part of an organization that is worthwhile and
is accemplishing something.

3. Most people have needs for security, selfe-esteem, social acceptance, recognition, etc,,
which they attempt to satisfy in part through their work lives.

4, There is an cverlapping relationship between organizational and individuel goals,

5. Leadership and management provide the linkage between the satisfaction of individua) and
organizational goals.

Thus, a well-managed organization pays a'tention to the needs of both the individual and the
organfzation. Such organizations generally have high productivity and high morale,
Organizations that are geared only toward the goals of the organfzation may show high
productivity for the short term, but morale will invarfably be low, Eventually, this form of




management leads tc low productivity, unless managers have a high degree of coercive power yver
the members of the organization,

Productivity in Cifferent Jrganizational Environments: A Frame of Referenlie., The systems
view of o;ganizations presented in Chapter 1 provides a framework for analyzing productivity in
Air Force organizations. This framework can be expanded to considcr the relative importanc: of
efficiency and effectiveness in different types of Air Force organizations,

For this purpose, there are three types of systems: (a) direct outcome, (b) ind rect
outcome, and (c) unknown outcome. In a direct outcome system, depicted in Figure 4, oulput
virtually assures outcome, Although there is some choice atout the form, design, or means of
presenting output, the range of output variability is relatively low, Examples of direct outcome
systems in the Air fFcrce include dining halls, reprographics shops, mail handling operations,
supply rooms, and maintenance organizations, In sucn systems, the consistency of outputs
virtually assures that the desire¢ outcomes will occur, As a result, the major cornsiderations on
the part of the producing system are efficiency and qQuality. Such organizations are concerned
with efficiency because they must use resources skilifully in order tc procuce a sufficient
quantity of outputs in the appropriate time period. They are concerned with Qquality because a
principal outcome, customer satisfaction, is directly related to the extent to which output
corresponds to customer requirements, in this type of systiem, effectiveness {i,e., choice of the
appropriate output tc accomplish the mission) i¢ less of a concerrs Lec2use it is  less
cuntrollable by the orgsnization,
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Figure 4, Direct Outcome System,

Figure 5 depicts an indirect outcome system, in which the range of varialility of outputs is
greater, The system must choose from among a range of possible outputs those which will produce
the most favorable outcomes, Only after outputs are clearly specified should tre system foCus on
improving the efficiency with which outputs are produced. The first concerr of such an indirect
outcome system is whether chosen cutputs are the correct ones, Exemples of sucCh systems in the
Air Force are weather detachments, administration communication branches, inspector general
teams, management engineering teams, and military airlift squadrons, Ir eackh of these
organizations, the commander chooses from a broad range of possible outputs those which are most
appropriate in terms of missfon accomplisnment, Etffectiveness, the extent to which the outputs
lead to desired outcomes, fs a major criterion of organizational performance, Efficiency is also
important, but only after the organization has determined that it is produCcing the “right"
outputs.
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Figure S, Indfrect Outcome System,




figure 6 presents 3 third type of system, the wunknown outcome system. Many combat
organizations are in this category, An unknown outcome system is one that prepares to perform
its mission but hopefully never is called on to actually do what it prepares to Jdo.
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Figure 6. Unknown Qutcome System.

Afr Force organizations which are unknown outcome systems include tactical tighter squadrons,
bomber squadrons, and even flying training squadrons that teach combat maneuvers., Primary fligkt
training and instrument flight training organizations are indirect outcome systems since students
have the opportunity to determine if the outcomes are achieved (e.g., tasic flight maneuvers and
sorties under instrument flight rules). In an unknown cutcome system, effectiveness, measured
using surrogate outcomes {(e.g., Simulated pbattle conditions), and inngvation are more relevant
criteria than efficiency. Too often productivity has been presented in ways that suggest 2-
attempt to convert unknown outcome systems into direct outcome systems. (learly, the relevant
criteria must differ as a function of the type of system under study.

An important conclusion from this discussion is that tie facilitator must understand which of
the three types of systems the target organization most closely resembles. The facilitator
should then guide the organization toward the most appropriate mix of criteria for that type of
system,

3.2 Forming the Measurement Development Teams (MDTs)

Basic Considerations. Because it is a participative methodology, the MGEEM 1s snly a: effective
as 1ts participants. Therefore, the facilitator must work with the commander of the targes
organization to assure that measurement development team (MDT) members are carefully celectec.
In selecting members of these teams, the facilitatcr should be ccaternad about:

1. Participant Knowledge. Do prospective team members ‘ave sutficient knowledye cf the
organization and its primary work processes to contribute ideas a1d make neanirgful judgments?
Such knowledge amdng members i$ usually assures by oblaining experienced {ndividuais from a range
of grade levels.

2. Participant Clommunication “~kills. Because the MGEEM s a verbal process, the
communication skills of participants are important, Not only must perticipants have kniwledge,
they must also be able to communicate tneir hknowleage., Or tre other hand, inexperienced
fndividuals who are verbal tend 10 create problems for the process. 3Such individuals, unless
carefully menaged by the facilitator, can pull the nrocess in inappropriate directions, In
addition to these concerrs, the “acilitator shuuld stcess to the commander and senior
noncommissioned officer (NCC) the reed .0 have as MDT memLirs a cross-section of the organization
and to include people who will "spzak their minds” in constructive ways. Management should have
the final word 1n selecting participants because it is management, and not the facilitator, who
must 1ive with the resulis,

3. Position/Influence in the Orgarization, A basic assumption underlying the MGEEM ic that
participation in the development of a solutfon will increase the acceptability of that solutior,
Therefore, the facilitator should seek tc ensure, 31l else being equal, that key opinion-leaders
in the organfzation are included or the MDTs. individuals may be opinion-leaders by virtue of




formal or informal power. It is important tc 1dentify these hey individuals and consider thew
for participation. & key opinion-leader who is left out car jecpardize acceptence of the
resulting MGEEM products.,

4, (Comprehensiveness, Tre products from the i‘G38EM will be best 1f MUT members have the
widest szsible {nformation base. Trerefore, the best situation is to assure representation from
multiple points of view (e.g., all facets of the target organizationr, next higher level
organization, and significant “customer” organizations).

One MGT or Two? In rmost cases, it is desirable tc form two MOTs to broaden participation., A
management MDT, called Team A, defines the Lroad measurable facets of the unit's mission, labeled
key Result Areas (kRAs). A worker-level MDT, called Team B, develops the specific indicators c¢r
measures for each XRA, There ere exceptions to this guideline. If the ¢rganization is small
{e.g., 10 - 15 people), then formin; two M3Ts is probably not feasible. [If the organization is
comprised of professionals (e.3., researchers, physicians, scientists, engineers, or social
workers), who are accustomed to oferating in a participative marner, they may te uncomfortable
with having only managers involved in develcoping KRAs. In this case, one MZT comprised of botn
managers and non-managers should be used to develop both KRAs and indicators.

Guidelines for Team Formation, In determining MDT membership for e typice! Air Force
organization, you must first {(a) identify the target organization {e.g., sguadron), (b) identify
the next highest level of organization (e.G., wing), and thes (c) identify tnre next twc levels
below the target orgznization (e.g., branck and sectior), as app-opriate. Then follow tne steps
outlined in Table 2.

Tatle 2, Guide to Dete-mining MDT Membership

Steps Example
1. List all levels in s Wing
nterarchical order; identify target 2. Sguadrond
crgamzation, 3. Branch
4. Section
5. HWorkers

2. If there are two organizational levels
be'ow the target organfzation then:

1. Wing

2. Squadron®
j. Branch
4
H

a. Team A consists of levels 1, 2, and 3 . Section

b. Team B consists of levels 3 and 4 . MWorkers
3. If there 1 only one level ¢f organization 1. Squadron
below the target organizatior, then: 2. Branchd
3. Section
a. Team A corsists of levels !, 2, and 3, 4. Workers
and "customer” representatives, if
possible
b. Team B consists of levels 2 and 3
4, If more than two organizational levels 1. Wing
can be defined but the next level® below 2. Squadron
the target organfzation is a worker-level 3., Branch
organfzatfon, then; 4, Section?
5. hWorkers

a., Team A consists of levels 1, 2, ard 3
b. Team B consists of levels 3 and 4

5. 1f only two organizational levels can 1., Branch
be defined, then Teams A and 8 are 2. 3ectiond
the same group and include representation 3. wWorkers

from the level above and the worker level,
Andicates target organization,
Dlevel refers to the lowest level with a manager/supervisor,
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3.3 Developing Key Result Areas (KRAs)

Key Result Areds (KRAs) ar¢ the measurable facets of an organization's wission, From the
viewpoint of the exterral environment, they are the reasuns that tre organization exfists, In
other words, kigher-level organizaticns, customers, and uthers have expectation:; that the target
organization will produce certain products or services or will maintain a state of readiness to
perform certain activities. Stated in measurable terms, these expectations are the KRAs for an
organization, txamples of KRAs developed for a ranye of Air Force organizations are presented :r
Appendix C. The following section presents the steps involved in developiry KRAs and offers
suggestions to the facilitator as to how to implement these steps.

3.3.1 Room Selection and Setup

A key factor in developing KRA¢ is the ability of thre measurement facilitator to function
effectively in the physical space arrangement, The room shculd be well ventilated, with adequate
lighting for people toc work effectively and comfortably. To ersure sufficient wall space for
hanging chart paper, there should be at least 20 linear feet of wall space free of pictures,
windows, doors, and other obstruCtions. The room size should be sufficient to accommodate a lon3
conference tatle or U-shaped arrangement of tables which faces a long wall., In addition to a
conference table, tre setup should include at least one easel with chart paper pad, as well as
markers, masking tape, and index cards. Hiving markers of three different colors is relpful for
editing the KRAs generated in group sessions,

3.3.2 Initial Briefing

Assuming the steps recommended in the implementation pjlan have been carried out, participants
should be aware of the purposes of the measurement process for therr organization, Next, an
initial briefing should be providead at the MCT meetings., This briefing shoculd accomplish the
following objectives:

1. Explain the steps in the MGEEM measurement deveiopment process:
2. Create the prcper mental set for KRA development; and

3. Explain KkAs anc discuss their rclée in the MGEEM process.

A recommended agenda and example of this initial briefingy are providad in Appendix C.

3.3.3 Posing the Question

Tre facilitator uses the nominal group technique (NGT)} (see Deltecg, van de ven, & Gustafson,
1975) to initiate the MGEEM process by writiry a question to be answered on a sheet of chart
paper and han3ging it on the wal! where it can %c¢ seen by all particiganls., In pcsing this
questior, the facilitator should say:

THIS IS THE QUESTION | wOULD LIKE YCU TO ANSWEK., (At this pcint, write the
following question on the chart paper.) “"What types or catejories of results does
the Air Force expect this oryanization (name the target orgaraization) to
accomplish?"”

AS YOU THINK ABOUT THIS QUESTION, ALL OF YOU SHOULD PUT YCLRSELVES IN THE POSITION
OF THE COMMANDER OF YOUR ORGANIZATION. IN OTHER AORDS, TCODAY, YCU ARE PLAYING £0SS.




3,3.4 Silent Generation of Answers

Participants are then asked to “silertly generate” arswers to the questior posed by the
facilitator. This process is important since the -esulting answers serve as the primary content
for the remainder of tke process. Sufficient timc <snould te allowed sc that participants do not
feel rushed and have time to reflect on their answers. LUsually 10 to 18 wminutes is sufficient,
To begin this process, the facilitator should say:

ON A SHEET OF FAPER WRITE A LIST CF YOUR ANSHWERS 70 THIS QLESTION., ©LEASE DO THIS
INDIVIOUALLY WITHOUT DISCUSSION. TAKE AS MUCPH TIME AS YCU NEED TO FLLLY ANSWER THE
QUESTION. DOES ANYONE HAVE ANY PROBLEMS WITH THE QUESTION AS IT 1S STATED? (At
this point, some participants may want to cranje a word or discuss tre question,
Minor changes ir wording can be made in crder to help participants accept the
questfon, It is important that participants become committed to tre task at this
point.) [F THERE ARE NO FURTHER CUESTIONS, THEN BEGIN,

3.3.5 Round-Robin Listing

In this activity, answers gererated by irdividual pariicipants in tne first phase are
recorded on chart paper as quickly as possible. This process is conducted witnout comment or
discussion, except for clarification in crder to accurately aad ieyibly record answers. The
facilitator moves around the group in round-rodin fashion, 3jetting one answer from each
participant., This process ccrtinues until all participants say "piss.” ingicating that all of
their answers have been recorded.

Tc begin this precess, the facilitator should say:

NOW WE WCULO CIKE TO HAVE YOU READ YOUR ANSWERS UNE AT A TiME SO THAT WE CAN RECORD
THEM ON CHART PAPER, THE OQBJECTIVE IS TO WRITE YOUR ANSwERS AS QUICKLY AS
POSSIBLE; THEREFORE, WE wILL NOT HAVE ANY DISCUSSION OF ANSWERS AS THEY ARE
WRITTEN, EXCEPT TO CORRECT INACCURACIES, I WILL START WITH - (name a participant)
- THEN PROCEED AROUND THE TABLE IN ROUND-RCBIN FASHION UNTIL ALL YOLR AMSWERS HAVE
BEEN TRANSFERRED TC THE CHART PAPER., (Name a participant), WILL YOY 5:vE ME ONE
ANSWER OFF YDUR LIST? (Once the answer is written, ask the participant if the item
is Ok, If not, then make any necessary corrections, [f it is OK, ther proceed to
the next person and writ2 his/her first answer, Zontinue in this marrer until all
answers are on the chart pager,)

A sample 1isting of original KRAs from a food service organization is shown 1r Table 3,

3.3.6 Discussion and Clarffication

Once all answers (KRAs) are listed, the facilitatcr 1leads ¢the group :hrough a review
process. The purpose of the review process is to provide an opportumity to mccify KRAs so as tc
improve treir clarity and accuraCy and -educe overlap, At this t .e, participants may ask
questions to have the meaning of KRAs explained., Another purpose of the review process is to
combine KRAs, as appropriate, to remove redundancy or to achieve a consist=~t level of kRA
specificity., KRAs may be combined if they are too narrow or specific. Consistent specificity
can be achieved by breaking KRAs that are vo0 broad into two or more #RAs, As s juide, a typical




initial KRA 1ist might contain from 30 to 50 answers. Following discussion and clarification,
this number should be reduced by 20t to 40%. 7The mcdified list of original KRAs in Table 3 is
shown in Table 4.,

Table 3. Original Key Result Areas (KRAs) - Food Service

]o
2.

40
6.
70
8-
90

10.
1.
12,
13.

14,

15.
16.

17.

18.
]9'
20.

2).
22,
23,
24,
25,
26.
27.
28.
29.
30.
31.
32.

Provide quality meals to customers.

Best possible variety of food.

Ensure effective training programs,

Quality facilities,

Equipment turnover - S-year plan for replacement of cquipment.
Organize and manage supervisors to operate facilities,

Maintain acceptable/sanitary housekeeping conditions.

Maintain effective relationships with other base agencies.

Satisfy customers through consistent quality, variety, service, and
quality facilities.

Maintain adequate manpower to reach objectives.

Effective quality accurance evaiuation,

Control and safeguard jnventory - food and supplies.

Provide sufficient personnel to satisfy deployment needs without
sacrificing production at home or exceeding normal work hours.

Set a good example for people to follow - support the people; maintain
standards; reward and recognize people; maintain morale, esprit, and job
satisfaction; and maintain quality facility for staff,

Meet the required schedules and respond to emergency needs.

Support the wing/base mission, and maintain effective relationships
with other agencies,

Make productive/efficient use of available resources; obtain adequate
funding for equipment/supplies,

Maintain fiscal accountability,

Continue to improve operations rather than stagnate,

Compliance with regulations; e.g., fiscal accountability, meeting
suspenses, inventory control, sanitation, budgeting, and obtaining funding.
Satisfy wing commander,

Be versatile, creative, innuvative, and imaginative,

Support his/her people,

Food service long-range planning,

Maintain required documentation,.

Be able to tell your boss "like it is.”

Manage the gray areas.

ldentify, report, and follow vp on equipment maintenance.

Deveiop realistic budgets and obtain funding.

Provide satisfactory workplace for our people,

Provide quality food at ¢ rrect selling price.

Zero defects on fraud, waste, and abuse,
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Table 4. Origina) Key Result Areas (KRAs) - Food Service
Following Discussion and Clarification

3. Ensure cffective training programs.

4, Quality facilities,

5. Equipment turnover ~ S-year plan for replacement of equipment,

6, Organize—and-manege—suptrrieors—to—operate—fueittreer

7. Maintain acceptable/sanitary housekeeping conditions,
8. Maintain effective relationships with other base agencies.

9. Satis{y customers through consistent gquality, variety, service, and
quality facilities,

10, Matntoir—adequate-manpower—to—retehobieetives,

11. Effective quality assurance evaluation,

12, Control and safeguard inventory - food and supplies,

13. Provide sufficient personnel to satisfy deployment needs without
sacrificing production at home or exceediny normal work nours,

14, Set good example for people to follow - support the people; maintain
standards; reward and recognize people; maintain morale, esprit, and job
satisfaction; and maintain quality facility for staff,

15, Meet required schedules and respond tc emergency needs,

16. Support the wing/base mission, and maintain effective relationships with
otrer agencies.

17, Make productive/efficient use of available resources; obtain adequate
funding for equfpment/supplies,

18, Maintain fiscal accountability,

19, Continue to improve operations rather than stagnate.

20, Compliance with regulations; e.g., fiscal accountability, meeting
suspenses, fnventory control, sanitation, budgeting, and obtairing funding,

21, Satisfy wing commander.

22, Be versatile, creative, innovative, and imaginative,

23. Suppont—hisiher—peoples

Q}i 25,  Matatain-requincd-docomentations
26, Peotre—to—teH—yourbdose—titke-tt 4o+
27, Mawage—the-gray—areas,
28. {dentifyrreportr—and—follow-up-or-equipment-maintcnance,
29,  fevelop-redtistic—budgets—and-obtatn—iundingy
30, Provide—sitisiectonywonrkplece—for—our—peopie,

32, dero—defectyon—{fravd—wiste—and—obuser

3.3.7 Vvote )

participants zre next asked to select KRAs from the original list which they feel are the
most important for the unit, The facilitator determines the number to bLe selected. G5enerally,
having the group select & to 7 1is reconmended., Although limiting KRAs to this number {s
difficult, it helps the group focus on ar appropriate level of specificity, 1[It alsc serves to
highlight areas of agreement or Jdisagreement within the group with respect to the priorities of
the organization.

The facflitator can conduct the votinyg process as follows:
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NOW THAT YOU HAVE HAC AN OPPORTUNITY TO DISCUSS THE KRAs, IT IS fIME TO PRIORITIZE
THEM. PLEASE BEAR wiTH ME BECAUSE THIS VOTING PROCESS IS A BIT TEDICUS. HOWEVER,
1T IS IMPORTANT THAT YOU FOLLOW THE PROCESS EXACTLY, YOU WILL LSE ThE [INDEX CARDS
ON THE TABLE. EACH PERSON SHOULD HAVE SEVEN (7) INCEX CARDS.

FIRST. LCOK AT THE KRAs WHICH REMAIN, (At this pcint, the facilitator circles in
red orn the chart paper the numbers of the KRAs eligible for votir3g). FROM THIS
LIST OF KRAs, SELECT THE SEVEN WHICH YOU FEEL ARE MOST [MPORTAKT IN TERMS OF
ANSWERING THE QUESTION WE INIT,ALLY POSEG. REMEMBER, AS YOU MAKE THIS SELECTION,
YOU SHOULD VIEW THIS PROCLSS FROM THE UNIT COMMANCER'S VIEWPOINT. THAT 1§, WH.CH
OF THESE ITEMS WOULD THE COMMANDER CONSIDER MOST IMPORTANI? ONCE YOU HAVE SELECIED
SEVEN KRAS, WRITE EACH KRA AND TS NUMBER, ONE AT A TIME, ON THE INDEX CARDS YOU
HAVE BEEN GIVEN. WRITE THE KRA NUMBER IN THE UPPER LEFT CORNER OF THE CARD AND TKE
KRA ITSELF In THE MIDDLE OF THE CARD, (It is helpful for tre faciliator to draw 3
sample card on the cnart paper to illustrate where to write the KRA and its number,)

K !

KRA !

WHEN YOU HAVE COMPLETED TH:IS STEP, LAY OUT ALL 7 ~ARDS CON THE TABLE !N “RONT OF YOU,

CONSIDER ONLY THE SEVEN CARSS IN FRONT OF YOU, OF THESE SEVEN KRAs, W-ICH IS MOST
IMPORTANT? SELECT THAT KRA AND WRITE THE NUMBER 7 [N THE LOWER RIGHMT C2RNER OF THE
CARD. TURN THAT CARD OVER. (Tne facilitator shoulc¢ illustrate this by writing the
numbcr in the lower right ccrner of the card drawn on the chart pager.)

KRA

4

OF THE SIX REMAINING KRAs, WhICH [S LEAST IMPORTANT? WRITE THE NUMEER 1IN THE
“OAER RIGHT CORNER OF THAT CARD., TURN THE CARD OVER. OF THE FIVE REMAINING ¥RAs,
SELEST THE OME THAT 1S MOST IMPORTANT AND WRITE A 6 IN THE LCWER RICHT CORNER OF
THE CARC. TURN THE CARC OVER, OF THE FOUR REMATRING KRAs, SELECT THE ONE THAT IS
LEAST IMPORTANT AND WRITE A 2 IN THE LOWER RIGHT 7ORNER, TURN THE CARD OVER. OF
THE REMAINING THREE KRAs, SELECT THE ONt THAT 1S MOST IMPORTANT ANC RITE A 5 IN
THE LOWER RIGHT CORNER OF THE CARD. TURN THE CARD CVER. OF THE R:iMAINING TKO
FRAS, SELECT THE ONE THAT IS LEAST [MPORTANT AND WRITE A 2 [N TrE LOWER RIGHT
CORNER, TURN THE CARD OVER. WRITE A 4 IN THE LCHER RIGHT CORNER OF THE REMAINING
CARD. THIS COMPLETES THE VOTING PROCESS. PLEASE CIVE ME YDUR CARZS,  (As the
vetes are tallied, it is 3 convenient time to give the group a bresk, The tally
cdn be recorded as shown in Table 5.)
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Table 5. Food Service Key Result Areas - Vote 1 Results

(voting Instructions to eight group members: Select tne seven KRAs that you
feel are most important)

KRA NO. VOTING PATTERN VOTING SUMMARY
3. 5-2-4-4-4 5/192
4. 1-3-4-) 4/9
5. 4-1-5-1-2 5/14
7. 2-5 27
8. 4 1/4
9. 7-7-6-6-1-7-5-7 8/46

. 3-2 2.5
12, 3 173
13, 2-2 2/4
14, 6-4-7-6-2-6 6/3)
15.

164 6-5-7-7-7 5/32
7. 3-5-2-6-6 5/22
18. 3-1-3 3/1
19. 3 1/3
20. 2-4-1 3/7
21,

22, 1-5-5 M

8indicates that five of the eight participants selected KRA Number 3,
and the sum of 1ts assigned weights was 19 (5+42+4+3¢+4),

3.3.8 Tallying the voting Results

The facilitator tallies the resuits of the voting as follows:

1. Generate a chart paper sheet, 1isting in the left column in ascending order the numbers
c¢f all KRAs that survived the discussion ans clarification process. An example is shown in Tatle
5 Lnder the column marked "KRA NO." Note in Table 4 that kRAs 1, 2, €, 10, and 23 through 32 dig
not survive the discussion and clarification process and, consequently, do no* arpear in Table 5,

2. Sort the index cards from the elght participants into stacks according to the KRA numders
in the upper left corners of the cards,

3. Pick up the c<tack of findex cards with the lowest KRA number, [n Table 5, the lowest
remaining KRA number 1s 3, For the index cards in this stack, record .n the middie column on the
chart piper (the columr n Table 5 labeled “"VOTING PATTERN") the weights assigrned 1n vote 1 by
the team members. These wefghts are the numbers in the lower right corner of the stack of cards
for KRA 3, As shown in Table 5, KRA 3 was selecte¢ by five participants who gave weights of
5-2-4-4-4,

4. Finally, record in fractional form, in the right column of the chart paper (i{n Table §,
this 1s Tabeled "VOTING SUMMARY"), a summary of the voting results for the KKAs, The numerator
is the number of team members who selected the KRA as important, and the denominator is the sum
of the weights assigned by the team members who thought the KRA was important, The fraction for
KRA 3 15 5/19, Five team members fdentified KRA 3 as important, and the sum of their assfgned
welghts 15 19 (542+44+44+4), '

5. Contfnue this process for each KRA, An example of results is shown in Tadle 5,
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3.3.9 Discussion of vote 1

The discussion that follows the first vote is ar important step in the MGEEM process with
respect to (a) the quality of the resulting product and (b) the degree of participant commitment
to the result, If there is complete consensus following vote 1, this discussion is unnecessary.
However, complete consensus is rare at this point. Therefore, the purpose of this discussion is
to bring out additional information that will promote consensus and modify KRAs in ways that will
promote greater consensus. The facilitator's role is to guide the group through this discussion,
always focusing on the KRAs and on ways to make them more meaningful, less ambiguous, or more
accurately stated. Tne facilitator should use the voting pattern from vote 1 as the starting
point for this discussion, The discussion should center around KRAs for which more than one
participant voted, but which show a reasonably wide spread in the voting pattern, For example,
in discussing the voting pattern shown in Table 5, the facilitator might say:

NOW WE ARE GOIMG TO DISCUSS THE VOTIMG PATTERN THAT RESULTEC FROM YOUR FIRST VOTE.
AS YOU CAN SEE, THE GROUP DOES NOT SEE THINGS EXACTLY Tht SAME WAY, IN THIS
DISCUSSION, WE WILL BE ATTEMPTING TO MAKE THE KRAs BETTER, NOT "TWIST YOUR ARMS" TO
GET YOU TO VOTE IN A CERTAIN WAY, HOWEVER, IT [S QUR GOAL TO ACHIEVE AS MylH
AGREEMENT AS PCSSIBLE AMONG GROUP MEMBERS.

LET'S LOOK FIRST AT XRA NUMBER 3, FIVE PEOPLE VOTED FOR THiS KRA AND THREE PEOPLE
D10 NOT, THOSE WHO SELECTED 1T RATED [T 5-2-4-4-4, WOULC SOMEONE WHO BELIEVES
THAT THIS KRA IS IMFORTANT FLEASE TELL US WHAT CAUSED YOU TO SELECT T2 (Now allow
time for this person to point out the strengths - 1 or 2 minutes is sufficfent -
don't allow long speeches,; WOULD ANYONE ELSE LIKE TO SAY WHY THEY YCTED FOR THIS
KRA? (Continue until anyone who wants to talk has had the opportunity to argue
briefly for the KRA,)

NO#, COULD SOMEONE WHO DID NOT SELECT THIS KRA TELL WHY YOU CID NOT BELICVE THIS IS
ONE OF THE TOP KRAs? (Continue the discussion, as betore, until all {ssues are
aired.)

NOW THAT WE HAVE HEARD THIS DISCUSSION, WHAT CHANGES SHOULDC WE MAXE [N THE KRA?
SHOULD [T BE CUMBINED WITH ANOTHER KRA? (The facilitator is guided by the group
efther to make no changes to the KRA, to modify it, to delete it, or to combine it
with another KRA, If a KRA is to be combined with another, draw a line through the
KRA and beside 1t write the number of the KRA with which it {15 being combined,
encircling the number as shown in Table 4,)

The discussion should seek consensus by makiny sure group members share a common under-
standing of the meaning of KRAs, This 1s done by allowing participants to attempt to 1influence
each other's judgments by adding new information about KRAs, such as history of the organfzation
or future trends that may influence priorities, customer or higher headquarters views, etc. This
should be an open information-sharing and clarification sessfon, It must not be a coercive,
arm=twisting discussion,

3.3.10 Vvote 2

Following the discussion, the voting process carried out in 3.3,7 15 repeatec for the
remaining KRAs, Again, five to seven KRAs should be selected as the most important, If the
facilitator believes that there are important unresolvable disagreenments among the participants,
the number of KRAs may be fincreased from 7 to 9, although this is us.ally unnecessary., The
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number of KRAs voted on is not necessarily the number of KRAs that will eventually be retained
and recommended to management., In this example, the KRAs eligible for vote 2 would be al) those
listed in Table 5 except Nos. 15 and 21, which were not selected by any participant in vote 1,
Those selected by vote 2 are shown in Table 6.

Table €6, Food Service Key Result Areas - Yote 2 Results

KRA NO. VOTING PATTERN VOTING SUMMARY RANK
3 2-4-1-6-3-2-3-3 8/24 5.5
5 125-6=3-2-3-2-2 8/24 5.5
9 6727=7-84-6-6-7 8/50 1
138 3-4-4-] 4/12 8
14 4-6-3-7-5-5-6 7/36 2
16 3-1-5-5-1-7-7-§ 8/34 3
17 7-1-6-4-4-4 6/26 4
20 5.2-2-2-5-1-1 7/18 7

9KRA dropped by consensus following vote 2.
3.3.11 Documenting Results

Following the second vote, sufficient consensus is normally achieved, and the process can be
ended., If not, the facilitator repeats steps 3.3.9 and 3.3.10 until sufficient agreement is
obtained. Once the process is terminated, the facilitator documents the process. Forms for
recording the KRA development process are provided in Appendix E. A format for reporting the
final results of the session is shown in Table 7,

Table 7. Food Service - Final Key Result Areas

VOTE RANK KRA -
(max = 8/56)
8/50 ] Customer Satisfaction. Satisfy customers

through consistent quality and vartety of
food ard service and through providing and
maintaining quality facilitfes.

7/36 2 Human Resource Management/Leadership, Maintain
a motivated work force with high morale, es-
prit, and job satisfaction; fnvolve work force
in decision making; implement creative and
innovative practices; encourage high perfor-
mance through recognizing and rewarding
personnel; and provide leadership by example,

8/34 3 Support, Maintain productive relationships
with other base agencies supported and
upon whom the organization depends for
support,

6/26 4 Productivity of Resources. Make productive/
efficient use of all avaflable resources,

8/24 5.5 Equipment Availability. Provide equipment re-
quired to accomplish the food service mission,

8/24 5.5 Training Effectiveness, Ensure that
personnel are effectively trained,

7/18 7 Administrative Comp1iangg. Comply with Afr
Force/MAJCOM regulations and requirements,
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3.4 Developing Indicators

The next step in the MGEEM process is the development of performance indicators. Performence
indicators are the measurement tools uscd to knrow if KRAs are beirg accomplished. Indicators may
take several forms, although they typically are ratios which compare some aspect of performance
(e.g., number of transactions processed successfully) to some reference point (e.g., total number
of transactions processed) or to some measure of rescurce input (e.g., number of hours worked).
In practice, it is common to relate the ratio for a point in time to a base period to detect
changes in an indicator from one measurement period to another, In the MGEEM process, indicator
development §s a multi-step process, The steps involve indicator definition, prioritization of
indicators, management review and refinement, and implementation, These steps are discussed in
the sections which follow,

3.4.1 Convening the Indicator Development Team

The indfcator development team {is Team B. (onsideraticns in selecting the members of this
team are outlined in Section 3.2. Once selected, the indicator development team members are
invited to the indicator develogment session, This invitation should come from the unit
commander of tne target organization., The invitation memo or letter shouid contain information
about the time and location of the session, its purpose, and the amount of time required.

3.4,2 Briefing Team B Members

Team 8 members should be given the overview briefing given to Team A (see Section 3,3.2)., In
addfvion, the iritial briefing of Team B siould include fdentification of the characteristics of
good indfcators, an overview of {indicator types, and sample 1indicetors trom other Afir Force
organizations. A recommended agenda and briefing are in Appendix f., Following the briefing,
Team B members should be given the quiz in Appendix G tv serve as a review and to heighten tnhe
distinction between efficiency and effectiveness. The facilitator should stress this distinction
because Air Force organfzations tend to pay more attention to effectiveness (accomplishing
missfon otl«ctives; than to efficiency (the best wuse of resources to produce products and
services).

3.4,3 Discussion of KRAs Developed by Team A

Pricr to indicator development, Team 8 members should review the final KRAs developed by Team
A, In the example of KRA development given atove, Team £ would be asked to review the data
preserted in Table 7, The facilitator should ask one of the Team B membeérs who was also a Team A
member to comment on each of the KRAs, The purpose of this review is not .o modify YRAs, but to
provide Team B members with a framework for thinking about the mission of the organi:ation and to
achieve a sense of thefr "ownership” of the KRAs, [f the KRAs are presented as a fait accompli
to Team B, some resistance may develop.

3.4.4 Usiny the Nominal Group Technique (NGT) to Develop Indicators

The NGT process 1is again used to develop indicators, The process begins, as with KRA
development, with the facilitator's writing on chart paper the question tc be answered and
nanging the sheet on the wall where all can ser it, The facilitator begins by sa,ing:
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OUR TASK IS TO DEVELOP A SET OF INDICATORS THAT WILL ALLOW US TO DETERMINE IF THE
ORGANIZATION [S ACHIEVING THE RESULTS ODESCRIBED IN THE LIST OF KRAs. WE WILL
ACCOMRLISH THIS BY HAVING THIS GROUP ANSWER THE FOLLOWING QUESTION FOR EACH KRA,
THE QUESTION [S: (At this point the facilitator writes the question on chart paper
or reveals the question that has previously been written.) What guantitative
indicators should the commander track on a periodic basis to tell if this KRA is
being accomplished? WE WILL ANSWER THIS QUESTION FOR EACH OF THE KRAs.

Once members of the group have indicated their understanding and acceptance of this question,
the facilitator begins the process by selecting the KRA that will be easiest to measure.
experience shows that there is a learning curve with the MGEEM indicator development process.,
The first time through the steps, Team B members are usually unsure of what is expected of them,
The KRA for which indicators are easiest to develop will be one that is concrete, product- or
. service-oriented, and one for which there are currently existing indicators. In most Air Force
organfzations there are reportirg requirements to higher headquarters on principal workloads,
Selecting a KRA that pertains to work products currently tracked is advised, The facilitator may
wish to allow Team B8 to make the decision about which KRA to use to start the indicator
development process,

for example, the facilitator could say: WE WOULD LIKE TO BEGIN WITH “HE KRA THAT
WILL BE EASIEST TO MEASURE, THIS WILL HELP US BECOME MORE COMFORTAELE WITH THE
PROCESS., WHICH KRA DO YOU SUGGEST?

3.4.4.,1 Silent Generation of Answers, Team members are next asked to use the indicator
development worksheet 1in Appendix H as they think of indicators for the selected KRA., They
should be instructed to think of both efficlency and effectiveness 1indicators and write them on
the worksheet, The facilitator should allow sufficient time for participants to consider and
1{st indicators without discussion among themselves. Team members should be reminded that this
is an individual, silent task, The opportunity for discussion will come later, To begin the
process the facilitator could say:

USING THE INDICATOR DEVELOPMENT WORKSHEET, PLEASE IST THE EFFICIENCY AND
EFFECTIVENESS INDICATORS THAT YOU FEEL ARE ANSWERS TO THE QUESTION WRITTEN ON THE
CHART PAFYER, PLEASE 0O THIS INDIVIDUALLY WITHOUT DISCUSSION., TAKE AS NMUCH TIME AS
YOU NEED TO FULLY ANSWER THE QUESTION., BE SURE TO TRY TO DEVELOP BOTH EFFICIENCY
AND EFFECTIVENESS INDICATORS., ARE THERF ANY GQUESTIONS? (Take time to answer any
questions posed by participants.) IF NOT, THEN BEGIN,

3.4.4.2 round-Robin Listing, The next step is to transfer the ingicators that members have

generated onto chart paper so that all members of the team can review and discuss them. The

faci{11tator's task here is to mave around the group, getting one indicator per person, and on the

chart paper, writing that i{ndicator exactly as stated., After writing tne dindicator, the

facilftator should confirm that the indicator is properly recorded by asking the team member who

' offered 1t {f the indicator {fs written correctly, Once the indicator is approved, then the

facilitator moves to the next member, and so on until all memoers say “Pass.” The result of
round-robin Yisting mijnt appear as shown in Table 8,
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Table 8. Original Indicators - Supply

KRA No. 1 - Customer Satisfaction
1. Average Response Time/Expected Response Time
2. Customer Wait Time for Issues

3. No. of Customer Inquiries/No, of Productive Hours in C{ustomer
Assistance Function

4. Fil1l Rate on Requisitions
8. No. of Documented Customer Complaints .

€. Average Turnaround Time from Cate of Request to Date of Delivery
by Priority Category

7. No. of Complaints About Quality of the Product That Are
Resolved/Total No, of Complaints About Product Quality

8. Percentage of Customers Responding to Survey Who Report Satisfo.cfon
with Supply Service

9, No. of Complaints Received/No., of Transactions Processec
10, Average Requisition Processing Time
11, Customer [nquiries Satisfied/Customer Inquiries Received

12. Supply Transactions Processed ‘No. of Productive Hours

3.4.4.3 Ciscussion ¢nd Clarification, The next step is reviewing the list of i{ndicators
produced. Here, the facilitator leads the group throuyh a consideration of eac! indicator one at
a time, This review could begin with the facilitater's saying:

WE NOW HAVE A CHANCE TC DISCUSS EACH OF THE PROPOSED INDICATORS, AT T4[S STAGE IN

THE PROCESS, WE ARE TRYING TO REFINE THE INDICATORS TO MAKE THEM MORE PRECISE, K€

ARE ALSO CONCERNED WITH REDUCING REDUNCANCY AMONG THE INDICATORS. NOW, LET'S LOOK

AT INDICATOR NUMBER 1, ARE THERE ANY QUESTIONS ABOUT WHAT THIS INC;CATOR MEANS?

HOW OFTEN WOULD THIS INDICATOR BE TRACKEC?  WEEKLY?  MONTHLY?  QUARTERLY?

ANNUALLY? DOES 1T NVERLAP ANY OTHER INDICATORS ON THE LIST? [F SU, WHICH ONE ‘'
SHOULD WE KEEP?

The facilitator should proceed in this manner thro.gh the 1list of indicators, At thre

beginning of the discussion and clarffication step, there will be a4 1ist suck as that shown in
Table 8; at the end of the step, the list might look like that in Tatle 9,
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Table 9, Original Indicators - Supply - Following Discussion
and Clarification

KRA No, 1. Customer Satisfaction Tine Cericd

1. -Average—Respons—Tmertipestad—Response—T-ne
2. Customer wait Time for Issues Monthly

3. No. of Customer Inquiries/No. of Productive kcurs in Cusiumer
Assistance Function Koathly

4, Fi11 Rate on Requisitions Yonthly
5. Kor—efi—Decumented—Curtomer—ompiaiate—

€. Avergge—Turnareond—Trme—frompbuate—of—Request to—bute-of
¥ ot :

7. Nov-of—ComplaiatsAboui—Quatity-of—the——roduct-—Tat—hAre
Resoved+ Totat Nov—of—Complai-nts—About—Produet—Ruattrty- -

8. Percentage of Customers Responding to Survey Who Report Semi-A.~ually
Satisfaction with Supply Service

9, No. of Complaints Received/No, of Transactions Frocesses Monthly
10. Average Requisition Processing Time Menthly
1, Customer Inquiries Satisfied,Customer |nquiries Received “onthly
12. Supply Transactions Processed 'No. of “rcocductive Hours *anthly

3.4.4.4 vyote 1, This stef of the MGEEM process serves tc eliminate undesirable anc
impractical indicators., It alsc produces a ranking of indicaters with :éspect to their
importance as judgecd by Team B members, This informaticn is valuatle tc the comiander as dr
indication of the performance areas perceived as fmportant Ly hie ber subordinates. Te¢ the
extent that the mcst important areas are nct currently being tracked by e organization,
attention should te dedicated to doing so, |If this is nct feasible, then the commander should
explain to the organizaticn why it is not necessary,

. [f, after the preceding step, there are less than five incicators. their ranking can usually
be done by consensus, CZonsensus racking has two steps, which may be cxplained *» the fccilitator
as follows:

OF T4E REMAINING INDICATCRS, WHICH 1S TH: MOST [MPORTANT % TERMS OF “ALSWERING THE
QUESTION WE iN[ITALLY POSED? (At this point someore will say & -.rber; e.g.,
number 2.) C.k,, IS THERE ANY OBCECTICHN YO LISTING KUMEER 7 AS Thi MOST IMFONTANT
INDICATOR? ({If no objection is stated, then move to the next ftem ur2il all have
been ranked.)

Once the indicators have been ranked, the facilitator asks the group to detcrmine how many _f
the ranked indfcators are of sufffcient value that managzmert shoull te encour:zed to track trem
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on an ongoirg basis. That is, the group should decide whether the organization's resources
should be committed to measuring the indicators. This feasibility review procceds in reverse
order of the rankirgs. Assuming that four indicator: had been ranked by consensus, the
facilitator would pcint to indicatcr rank number tour and say:

SHOULD THE ORGANIZATION COMMIT RESOURCES TC CAPTURE AND REPORT THIS INFCRMATION?
SHOULD WE KEEP THIS INDICATOR ON QUR LI[ST?

If the consensus is "no," then drop that indicator and move wup 0o the nexl, The process
continues until an indicator is encountered that at least some members feel srould be retained,
Total consensus is required to drop ¢n indicator, Since the indicators are addressed in reverse
order of importance, the first indicator that the group decides to keep ends the review process,
and all remaining indicators are ccnsidered valid. [If the discussion and clarification step
results in more than five indicators, a vote is recommerded. Prior to the vote, each team member
should be given a set of five index cards, ‘the facilitator then instructs the ;ru.p as follows:

PLEASE REVIEW THE INDICATORS THAT REMAIN AFTER COMPLETICN OF THE DISCUSSION AKD
CLARIFICATION STEP. SELECT THE FIVE INDICATORS THAT YCUL FEEL ARC THE MOST
IMPORTANT IN TERMS OF ANSWERING THE QUESTION PCSED AT THE BEGINNIKG OF 7'-!S PROCESS.

ONCE YOU HAVE SELECTED FIVE INDICATORS, WRITE THEM - ONE PER CARD - Lh THE [NDEX
CARDS PROVIDEC. THE [NDITATOR STATEMENT SHOULD BE WRITTEN IN Tvg CouiER OF THE
CARD AND THE NUMBFR OF THE [NDICATOR FROM THE CHART PAFER SHOULL 2£ wx:!"TEN IN THE
UFPER LEFT CORNER OF THE CARD. (At this pcint, the facilitator shou!n illustrate
this on chart pager as shown below,)

5 |

Nu. of Complaints Receivec/No.
of Transactions Processed

NCW THAT YOU rAvVE SELECTEC FIVE INCICATORS, SPREAD THE FIVE INCEX CARL> OuT ON THE
TABLE IN FRONT UF YOU SO THAT YUU CAN SEE ALL FIVL CARDS,

LOOKING AT ThE FIVE CARDS [N FRONT OF vYOU, FICK THE INCICATOR THAT |S MOST
IMPORTANT IN TERMS OF 1TSS ANSWER TO THE QUESTION POSED AT THE START OF THIS
SESSION. ONCE YOU HAVE SELECTED THE INDICATOR, INDICATE YOUR ({HOICE BY WRITING A §
IN THE LOAER RIGHT CORNER OF THE CARD, VYOUR CARD SHOULD LO0k LIKE TH[S, (Usfing
the card previously drawn on chart papar (see above), write a £ in the lower right
corner of the card as shown helow,)

No. of Complaint: Received/No.
of Transactions Processed
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NOW, TURN THAT CARD OYER. FROM THE FOUR REMAINING INDICATORS, SELECT Tf INDICATOR
THAT IS LFAST MPORTANT N TERMS OF [1S ANSWFR TO TuL QUESTION.  INGICATE YOUR
CHOICE BY WRITING A} IN Tt LOWFR RIGHT CORNER Or THAT (ARC. TURN THAT JARD OVER,

NEXT, FROM THE THREE REMAINING CARDS, SELECT THE INDICATOR THAT 1S MOST [MPORTANT
AND WRITE A 4 [N THE LOWER RIGHT CORNER, TURN THAT CARD OVER,

FROM THE TwO RIMAINING INCICATORS, SELECT THE ONE THAT 1S (EAST IMPORTANT AND WRITE
A 2 IN TRE LCAER RIGHT HAND CCRNER., FOR THE REMAIMING iNCICATOR, WRITE A 3 IN THE
LOWFR RIGHT CCRNER.

After this vote is completed, the facilitator collects the cards and, if appropriate, allows
participants to take a short break while the vote results are tallied., If a break 1S not needed,
the facilitator directs participants to tegin silent generation ¢f indicators for tre next XRA,
The facilitator should tally the results of the voting according to the procedure described in
3.3.8: (a) Generate a chart paper sheet with the numbers for all indicators that survived the
discussion and clarification process in the left cclumn in ascending order. Etxample resclits for
an 8-member team arc¢ shown jn Tahle 10. Note under the columr marked "iNCiCATOR NO" that
indicators ¥, £, ¢, ard 7 shown in Tadble 9 did not survive tre <iscussior and clarificaticn
process and, ccnsequentiy, do not csppear in Table 10, (b) Sort the index cards intc stacis
according to the KRA rumbers in the upper left corners of the cards. (c¢) Pick up the stackh of
index cards with the lowest indicator number, 1Ir the case of the :ngicators in Table 10, tne
lowest indicator numher is 2. For the index cards in this stac\, write in the second column ¢n
the chart paper {(the ¢clumn in Tatle 10 marned “"VOTING FATTERN"] the weights assigned in vote 1
by the team memders, 1nese weights are the numters in the lower right correr of *he stack ot
cards for indicator (. Indicator 2 was seiected ty four of the seven participants, who gave it
weights of 1-1-5-2, (d) Finally, in the right column of the chart paper (see Table 10) labelet
"VOTING SUMMARY," write the fracticrs which summarize the votirng results for the indicatcrs. Tre
numerator is the rumber of team members who celectec the indicator as impcrtant, and tre
denominator is tre sum cf the weights assigned by the team members who thoujht the indicator wis
important. The fraction for indicator 2 s 4/9, ‘Your team members identificd indicator 2 as
important, and the sum of their assigned weights is 5 (1+1+5+2),

Table 10, voting Tally Sheei - [ndicators vote 1

Fun
KRA No. 1, Customer Satisfaction
INGILATLR w9, VOTING ATTEkN Volltg Sudt.-y
Z 1-1-5-2 4/9
3 £-2-1-4-1-4-1-2 8/2C
1 3-3 2/t
2 2=3-2-1-1-2 612
9 1-3-2-5-3 EFRR?
e £.5-2
il §-4-5-3-4-1-4
12 4-2-2-¢ K

Normally orne vote s sufficie~t to screen anc prioritize indicators. nowever, if true
facilitator feels tral *he grcup r:s nct adequately ciscussed the 1adicators c¢r if there 15 a
strong spiit an tre Group (as shown by the voting pattern), then 3d4itional discussion ari a
second vote i. warrarted., However, the nees for 2 second vote is rare.
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Following the tally, the facilitator begins another cycle by picking the next KRA ang haviny
the group develop individual arcwers to the questior, of how bSest to me2sure the KiA (see 3.4.4.1).

3.4.5 Documenting the Process

The facilitator must ensure that the total process is aocumented, The irgicator development
worksheet in Appendix H suggests a format for this dccumentation. For each KRA, the facilitater
should record the origiral indicators suggested, the voting pattern, and the final indicators.
Table 11 1s an example of a final indicator report.

Table 11. Final Indicators

Key Result Area No. 1 - Customer Satisfaction

VOTING SUMMARY RANK INCICATGR
{Max = &/40)
7,2% ] Noo of Clust rgr inguiries satisfied/
No. of customer inuirie: received
imonthiy)
8/20 2 Yoo of custiner injuiries/No. cf

sruguCtive tours in customér
assistancy functicn Imonthly)

5/18 2 20. of complaints received/No. of
transacticns processed [monthly)
6/12 4 Percentage of custcomers respond-

INg to Surve, who repCrt satistac-
tion witr <upply cervice (semi-
annually)

3.5 Screening Indicators and Identifying Data Sources

Once Team B has completed its rask of definming and priaritizing indicators for each XRA, tle
incicators are revicwed Ly the management of the target organization. The ecsertial participarts
in this revie~ are the commander ¢° the target crganizetiern ang the measurement facilitator, Tre
commander may wart tc include fn this review group the per30n whe 15 mest knowiedgeadle of <he
administrative practices of the orjanization and other vy managers wtose support 1s needed ¢
implement the measurement process,

3.5.1 Preparing Handout Materifals

Prior to the review session, the facilitator ensures that there are sufticient copies of tre
final indicator ‘'ists for each KRA (Tatle 11) *o0 pass cit to atte.dees. These liste are tre
primary irput to thic revies session, Ir additicn, the facilitetcr should *ave an adequate
nurber of indicatcr review sreets ‘Appendix 1) to record the results of the review session, £.e
copy of the indicate: review sheet is needed for each participant, anc tre facilitator needs ore
copy for each indicatcr so trat ne-she cer record results. [dealiy, the lists of indicetors
(Table 11) can be distritutec to ali participantc rcefore the meeting sC they can review t-e
indicators in advance.




3.5.2 Convening the Review Session

The facilitator should schedule a review session with the unit commander. Fron: z to 3 hours
should be set aside for this review.

3.5.3 Conducting the Review

The purpose of the session is to review all indicators recommendec by Team 8, in c¢raer to
select trose to be used to measure performance ir the target organization. In reviewing
indicators, the management team has several options: célete an indicator, modify an indicator,
retain an indicator as stated, or defer action on selection until further research is done to
examine its feasibility. The facilitator should press for Jdecisicns on all indicaturs., Part of
the decision process relative to deleting, retaining, or modifying 1indicators involves
considering sources of data used for their creation. Therefore, the facilitator reeds to capture
the data source as specifically as possible for ary indicator to be rewainec. Tihe indicater
review form establishes structure in the indicator review meeting., To begin the meeting, thne
facilitator cdistributes 3 review form to each participant, then says:

OUR FURPOSE IS TC DECICE wh!CH INDICATORS WItlL b: INCLLOED IN THE FINAL INDICATOR
SET FOR TRIS 2RGANIZATION (The flow chart of tne five questions showr tbelow 1§
presented to tré group on chart paper.) THIS FLOW CHART HMIGHLIGHTS The IMPORTANT
CCNSIDERATIONS IN OUR EVALUATION OF [MDICAT"RS., #73R EACh [NLICATIR, ! wlL'. ASK YOU
THE FOLLOWINS :LESTIONS:

1. CO YCU CURRENTLY TRACK THIS INDICATCR IN THIS FORM?

2, GO YCU CCWSIDER THIS [NDICATOR [IMPORTANT 14 TRE.Y, NICZ 7O HAVE, CR  “"ICESSARY
70 TRACK Ch A FORMAL BAS!S?

3, IF THE "7 I1ZATOR IS IMPORTANT TG TRALK, ARE YOL SATISKFIEC 41Tk ThE Ay [T IS

AOREED?
4, o0 DATA (URRENTLY EXIST TO CREATE TH]> INCiCATCR?  IF SO, WHERE? IF tCT, HOW
~ill THE DATA d¢f CAPTURED?

5. IS THE INCICATUR FEASIBLE 10 TRACK? [N OTHER WCRDS, [S Tt
WORTH TRE (2ST Or MLASURINS?

€ BENEFIT UF THE DATA

THESS ARE THE QUESTIONS WE WILL ZONSIDER. IfF AN InDIFATOR IS JUOGED AS ANGT [MUCKTANT OR
NOT FFASiI3SLE, Tein [T WILL B8E DELETED M THE INDICATOR SET, ARE YOU KREAJY TO
PROCEEL? 0.k, 1CCk AT KRA NO. ), INDICATOR NUMBER 1, LG Y(C.L CLURREKTLY TRACK THIS
INDICATOR IN THIS F3aM? (The facilitater proceeds in this fashion untii all indicators
rave teen considered.)

3.5.4 Cocumenting Results

following the review session, the facilitator prepare; a report of resuits,  The report is
givead to the commander of the target uarit. The facilitator shculd strcng'y recommend that
information ir the reyort be share¢ by the (ommancer with all MGEEM participants, alony with 2
statement of the commancer's plan to use tne rdicators. Table 17 suygests o formet for this
report,




Table 12. Format for Documenting Results of Indicator Review
Sesston - Base Weather Detachment?

KRA 1: Mobitity (Wartime Role): Be prepared tc deploy with customers
(SAC and MAC) to provide weather support, forecasting, and observing
to flight crews and commander: at operating locations,

Five indicators, as foilows:

(a)

{b)

(¢)

Number of components of mobility kit on hard (e.g.,
climatological, geographical, equipment)

Number of components required for mobility

Nurber cf kits per tisked area

Number of items serviceable (per kit)

Number of items in kit

Tabulate from
Mohility “hecklist

Tabulate from
Plaas and Kits

Tabulate from
Flans and Kits

“utmber of people who respond on time with all
(d) personal gear
Total number of people or mobility

Loy Required

Numter of observations using TACMET equipment that
(e) verify with observations taken with standard equipment
Number of observations with TACMET equipment

NGt Available

KRA 2: Observing weather events: Accurate and timely cbservation,
recording, and dissemination ¢f notices of weatner events.

Four indicators, as follows:

Lumber of observations by observer that iagree with
{a) observations taken by station chief

{b)

Number of otservations compared

Number of correct entries on Form 30

Total numper of entries

Scores on tests uf observing principles, determining

hot Availeble

Lomputer Report

Not Available

(¢) oroficiency, ana familiarizaticn with manials ang
operating procedures ind equipment .

(d) Number of lccal observatigns takern (electro-writer!)
Number of lccal cbservations required

T.oulate from
Electro- -
“riter ilheet

etc.

3sources of catz to form incicators Lhown in rignt cclumn,




3.6 Pitfalls to Avoid

Experience in applying the MLEEM suggests the potential for a number of problems and mistakes
to occur. If anticipated, however, they can be avoided. This section identifies these potential
problems and mistakes and suggests ways to avoid them or deal with them,

3.6,1 Degree of facilitator Influence

The MGEEM is a participative methodology in which the target organization defines KRAs and
indicators that 1its members believe to be important, It is essential to remember that
participation 1increases greatly the probability of acceptance and wuse of the resulting
productivity measurement system by the target organization. It is therefore necessary that the
facilitator not exert his/her will on the group since that tends to reduce the participants'
sense of ownership of the KRAs and indicators.

The role of the facilitator is to use the MGEEM process to guide organizational participants
toward consensus and high quality results. The facilitator plays that role best by ensuring that
teams follow the prescribed procedures closely, With respect to the quality cf the content, the
facilitator's role is to raise questions about KRAs and indicators that may be weak, Fcr
example, a facilitator's comment with respect to an irdicator could be as follows:

WHAT ARLC WwE REALLY MEASURING HERE? or WHAT ARE WE COUNTING !N THIS INDICATOR?

Such a remark could be helpful in guiding the group to look critically at sir indicator. On
the other hand, consider the following comment:

THIS INDICAYOR IS REALLY WEAK; 1 THINK 1T SHOULD SAY NUMBER GF KCURS WORKED,
Such a remark by the facilitator could be counterproductive even though it might be true, By

imposing his/her opinion, the facilitator will cause the process to break down and will loss
rapport with the team.

3.6.2 Handling Disruptive Team Members

The facilitator must build and maintair an atmosphere conducive to a free and open exchange
of ideus; howéver, discipiine must be maintained, Cenerally, the facilitetor should confrcnt
disruptions in a courteous but direct manner, For example, {f a side conversation is going cn
during the silert generation of answers process, the facilitator could say:

wE HAVE ONLY ABOUT 5 MINUTES LEFT, SO PLEASE ALLOW THOSE WHO ARE STILL WORKING TO
WORK WITHQUT INTERRUPTION.

If conversation continues, the facilitator should speak to the oftenders individually, askinj
them to refrain from disturbing the group.

A potentially troublesome issue is smoxing during the sessions, To solve this problem, the
factlfitator can rafse this issue with the group at the beginning of the session and seek
consensus regarding smoking during the session, If the group is split on the issue, then the
facilitator should say with a sense of humcr, not in a corfrontational manner:

SINCE WE CAN'T COME TO ANY AGREEMENT ON THIS 1SSUE, PART OF MY )2% [S TO PLAY "BAC
GUY." THEREFORE, 1 WOULD “REFER THAT THOSC OF YOU WHO SMOKE CONFiNE YOUR SMOKING
TO THE BREAKS., LET ME KNOW [F THAT CREATLS ANY MAJOR PROBLEMS,
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Such a comment, made politely, will normally put the issue to rest,

3.6,3 Creating the Proper Mental Set

Because the MGEEM is a consensus-seeking process, the facilitator should promote commonality
among viewpoints in every possible way. One critical step in this girection is to make sure that
everyone, throughout the process, approaches their task as though they were the commander of the
target crganization, If participants are allowed to maintain their own unique perspectives,
particularly in the KRA process, this will create difficulties. For example, subordinate
managers may be motivated to justify their existence in front of their boss by listing everything
their people Jdo. This wii) extend the process unnecessarily by focusing the group on items that
are too "micro" in terms of organizational level, To avoid such problems, the facilitator must
ask everyone to “wear the commander's hat" throughout the exercise and 100k at the “big picture,”

3,6.4 Not Allowing the Discussior to Bog Down

A primary job of the facilitator is to kecep the process moving, ¢ et ang maintain the
cace, Normally, the problem here is that the group will get “"hung-up"” on some issue and spenc
too much time on one KRA or indicator. Ffrequently, this degenerates into 2 discussion betweer
one Oor two team members wno have special knowledge or interest iu the item, “hen this happens,
other team members become bored anc¢ want to move on, Tne facilitator must be eble to "read the
group” and determine when this is happening. A few skillfully worded comments will wusually
correct this problem, For example, if two people are emotionally debatini a tangential issue,
the facilitator might say:

THIS SEEMS LIKE AN jSSUE THAT WILL BE SETTLEC BY OUR VOTING PROCESS., CAN WE MOVE CN?
On the cther hand, suppcse the group as a whcoie §s debating an issue thal the facilitator
belfeves is so important that {1t could prevent the group from coming tc consensus. Then a

“prompting” designed tc catalyze the discussion is appropriate. For instance, the factlitater
could say:

YOU HAVE MADE A NUMBER OF POINTS; LET ME TRY TO SUMMARIZE THE CISCUSSION AND FRAME
THIS ISSUE. (State the issue as you perceive it,) S THIS YHE QUEST!ON BEFORE US?

If the factlitator perceives that the group is spending too much time on o sunjfect, then ne/ste
can call on someonc who has been quiet during the debate and say:

JOE, YOU HAVEN'T SAIC MUCH, WHAT 0O YOU THINK ABOCT THIS?
The discussicn can bog down in many ways, The facilitator must recognize that it {s happening,

try to determine why it is happening, and make a decision either tc intervene in the discussion
or to force the group to move on,

4, USE OF PRODUCTIVITY MEASURES AS A MANAGEMENT TOOL

This section ciscusses procedures for usiny the productivity measures which result from the
MGEEM as a too) for improving organizational productivity, Tne facilitator's role is to help
the organization develop and 1impiement a system for tracking dand reporting productivity
measuremert data, but not to make the gprocess facilitator-dependent. [n cther words, the system
must be simple enough that the organization car operate and maintain it without facilitat.r




assistance, However, as in implementing any new procedure, there is an initfal “hump" tou be
overcome, The facilitator must help the organization overcome 1initial startup inertia :nd
prepare the organization to assume ownership of the system.

The key elemerts of this role are operationalizing the indicators, developing a method and
format for reporting measurement data, instructing management with respect to considerations in
providing feedback, and suggesting ways to involve members of the organization in the use of the
data as input to group problem-solving efforts (e.,g., quality circles).

4.1 Obtaining Data from Formal and Informal Sources

Following their development anc screeming, indicators must be made opcrational by locating
and accessing existing data or deveioping new data sources, B5ased on past experience with the
MGEFM, 1t is likely that 70% to 90% of the indicators gencrated by a target organization will
make use of existing data, These data may be in the existing information system or may exfst ir
informal logs or reports maintained by the organization for its own use. Tre remaining 10% to
30% of the indicators will require new data-capturing procedures. This section focuses on
guidelines for capturing data which already exist. [fevelcpment of new Jata cillection procedures
1s beyond the scope of this discussion,

4,1,) Obtaining Data from Formal Data Sources

Air Force organizaticns routinely track and moniter a wide range of perfucmance an¢ financias!
indicators, In most cases, decisions about what should be tracked are made “y higher head-
quarters, often with field input, fcr managyement control purposes. Higher hLeadquarters personne!l
desfgn reporting procedures, forms, and computer software to i{nput data, analyze data, and
generate management reports. The data neeced for management contrcl purpoces may be different
trom tne data needed by a local commander for improvement purposes. The impcrtant implication of
this difference is that data required by a local commander may exist in an automated system b.t
may not be reported in the form trat the unit commander needs. Thus, there are two sets of
pronlems in obtaining data for the MGEEM from forical sources, One invalves obtaining data from
management information system products, and the otrer involves accessing data which may be input
to a standard information system but which ¢o0 not appear as standard output products.

In the first case, the facilitator's main concern {s with the timelincss cof the data, for
ecample, 1f the indicator fs "numiber of late report submissfors/number of repcrts submitted,"
this d2ta element may not be avajlable from headquarters until at least 2 nonth later, That is,
the cata for September may not be returned to the local unit until Octoder, meaniny that the unit
would et feedback only after 30 or more days’' delsy. O0On the cther hand, the local unit could
keep 1ts own record of the numner of reports submitted and the number late, ans have these cata
within a few days after the end of the reporting period. The obvious :iradeoff fnvolvea is the
cost of keeping additional records versus the benefit of haviny timely data, The facilitator's
role is to present the commander with this issue and poirt out the consequences ¢f both courses
of actfon, ror example, the faciiitator may have determined that {t would take & hours of
clerical vork to complete the effort at the unit Tevel versus 20 minutes to take the data off the
standard report wher {t 1s received in 30 to 40 days. The localiy gercrated data will have
consicerabiy more velue as a management and motivational tool than data that a-e 20 to 4C days
old. [t is up to the commander to choose to generate the data locally or wiit for the standard
informatior system product,

when data are captured and re,urted tc higrer heacquarters, but not repirted ip the form
needed %0 creute the local fndicator, a different ot of issues arise, For instarce, 3assume that
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the indicator is "average number of days for supply unit X to process an Article 15/average
number of days for all supply units in the MAJCOM to process an Article 15," The local unit can
track on 1ts owrn the numerator of this indicator. However, the denominator requires data from a
higher headquarters database. In order for the local unit to use this indicator, it will be
necessary to obtain a special information system product that excerpts this information from the
MAJCOM aatabase. Depending on the unit commander's resourcefulness and "clout,” this may or may
not be feasible. Thus, the local commander is presented with a different set of choices, One
choice 1s to attempt to have the dacta supplied by higher headquarters and accept the delay while
a reporting system {s modified, However, once modification {s made to provide these data on a
monthly basis, the data recefived in September may represent performance in July rather than
August due to reporting delays. Therefore, after the effort has been made to get the data, the
information may have limited utility because of its age.

The other chofce s to modify the 1{ndicator so that it can be developed locally, For
example, the indicator could be restated as "average number of days to process Article 15s this
month/average nunber days to process Article 15¢ in the past 6 months,” In this way, the unit {s
comparing fts ,erformance, not with other units in tne command, but with 1its own past
performance. Although this is different {nformaticn, it 1{s more controliable from the wunit
commander's viewpoint, The negative aspect s the effert rejuired tc genercte the numbers
locally., Again, the facilitator should discucs these tradeoifs with the local umit commander,

4.1.2 0Obtaining Data from Informal Sources

Informal sources consist of data that are recorded on loys, lo.ally developed forms, or other
tracking systems that the local unit may hLave devised. [frequently, such recorcs are maintained
by the commander for protection against customer complaints, to Jocument perforuinge problems of
the unit or findividuals, etc, In some cases, records are maintained to assist the unit fin
improving performance, In any case, more information §s wusually captured thans i¢ tabulated and
displayed in quantitative form or fed back to members of the organfzation, The problems facinr)
the organfzatfon in this situation are specifying the cata elements needc. for the indicator,
deffning the coding procedures required to go from & log to a quantitative indicator, and
allocating the resources to do the work, However, the advaniage {s that the local unit has
complete control over the process.

4.1.3 Precise Specificat{on of the Data-Indicator Relationship

Regardiess of the source of dela {i.e., formal or 1nformai), it is necessary to aefine
precisely the retationstip between data elements 1r finfcrimatior systems or informal records and
cach fndicatcr. The specification must contain the rules for translating data elements idnto
fndicators, the time perfods fnvolved, and the irterpretation of the resulting indicator, Tne
purpose of this activity is to specity the relationship unambiguously so thit tre data recording
pracess can be performed consistently over tire. Otherwise, the reifability and validity of tne
irdicators will be seriously impaireds An example illustrating tre correct use of this process
is shown in Table 13,

for each indicator, the facilit:tor, with the assi.tarce of appropriatc unit personnel, must
caretully specify the data-indicator relationships as illustrated in Table 12, [n addition, tne
facilftator must assist the organization in capturing the data elements required to establich the
vaseline performance luvel for each indicator. The procedures required for each situation will
vary, Thus, this discussion cannol describe these procedures in detall,
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Table 13. Example of Data-Indicator Specification

3 3 === == s=sT==

KRA No. 1. Effectiveness, Legality, and Appropriateness of the Unit Reporting
Process

1. Indicator: Most recent inspection rating
2. Specifications:
{a) Data source - most recent published 1G report

(b) Numerical index computed as follows:

OQutstanding
Excellent
Satisfactory

s Marginal

» Unsatisfactory

O ™ & U O
"

(c) Time Period - Indicator changes w~ith rext {6 or ME, inspection,

{(d) Interpretation - The higher the rumber, the better the performance.

4,2 Reporting the Data

To use productivity measurement data as a performance improvement tool, a suitable reporting
format must be selected. This section descridbes two such formats, The first s the Objectives
Matrix (Felix & Riggs, 1983), and the second is line graphs, The Objectives Matrix provides a
means of reporting changes in {a) individual performance measures and (b) total organfzationa)
performance based on the sum of all individual performance measures. The line graph is by far
the simpler of the two methods, but depicts only changes in indfvidual perfcrmance measures, The
two methods can be used separately or in combination. For example, line graphs can be developed
for each {ndfvidual performance measure and the Objectives Matrix can be used to create an
overall performance index, Another format for wusingy productivity measurement data as a
management tool, tne product-to-cortingencies technfque, 1s under preparation by the Afir Force
Human Resources Laboratory (AFHRL),

4,2,1 Developing the Objectives Matrix

This section describes the steps in constructing an Objectives Matrix and explains how to use
it. The example in Figure 7 illustrates the use of an Objectives Matrix with one KRA which has
five indfcators. If an organization had generated five KRAs, each with & number of indicators,
it would be necessary to construct five separate matrices similar to the one shown in Figure 7,
However, if the commander concludes that constructing five matrices requires too much effort,
he/she may decide to select one indicator for each of the five KRAs and construct only one
matrix., In such a case, 1ine 2 1in Figure 7 would be KRA titles fnstead of indfcator titles.
Line 3 would be five indicators, one for each of the five KRA:, The Objectives Matrix is a
flexible reporting procedure which can be expanded or contracted merely by addinj or subtracting
columns as required to fit the number of indicators,




1 KRA No. ¥ Adequate No. Engines to Meet Nissicn Requirements

2 1Indfcator title

3 Indicators

Delay N.OR.S.

Heasuremsents

s (current pertod] .03 18 hrs, .09 87 100
.0 13 .0l 1.00 100

.02 14 .02 .9 S0

.03 15 .04 .8 80

Performance .05 16 .09 .7 70
Level .10 17 .15 .6 60
.16 18 .25 .5 50

.24 19 .35 .4 40

.35 20 .45 .3 30

048 21 055 02 : 20

.60 22 .65 N 10

Over .75 23+ JJ0¢ 0 0
6 Current period 8 5 7 8 10

equivalent score
7 Manager's weight

8 Equivalent score
x weight

10 (1-2 yr. goal)

(baseline)

O =N & O~ 00W0

(worst)

ANIEEAN

\ 10 5 KRA Score

\L 30 \ 20 \ 20 20
\ 240 \ 100 XMO \‘160

\ 100\3 740

rigure 7,

Objectives Matrix.




4.2.7.1 List Indicator/KRA Titles. The first step in using the Objectives Matrix is to fil)
in the indicator titles., This is line 2 in Figure 7. The KRA and the indicators would, of
course, be products of an MGEEM process.

4.2.1.2 Define Indicators, Next, the formulas used to create the indicators are presented
on 1ine 3.

4.2.1.3 _Define Performance Levels for [ncicators. Tre next step is tc define performance

Tevels for each.indicator (Line 5). This step provides a means of transforming measures on the

i{ndicators to a common scale. The common performance scale is shown on the extreme right side of

. the matrix on line 5, The scale ranges from 0 (the worst possible) to 10 (1- to 2-year goall,

Corresponding performance scales for each indicator are entered on line 5. These scales are
developed as follows:

1, Define the baseline for each indicator, |f an indicator, as measured ty the formula in
its column on line 3, is already in use by the unit, the baseline performance level can be
established from historical data, As a rule-of-thumb, 3 months of historical data should
suffice, However, if there are strong cycltical or seasonal varfations in the performance
measured by the indicator, then data over a longer time perfod may be required to establish a
stable baseline, On the other hand, {f the performance measured by the incicator varies
relatively little, then 1 to 2 months of data may be sufficient. The baseline normally {s the
arithmetic mean (average) of the 3 months' historical performance. If no historical data are
available, then the indicator must be tracked for some period of time (e.y., 1 to 3 months) in
order to establish the baseline. QOnce the baseline for an indicator is determined, this number
is written on the Objectives Matrix under the column for the appropriate indicator and at tre
appropriate performance level (line 5) corresponding to a certain point on the C (worst) to 1)
{(1- to 2-year goal) common performance scale, |If one assumes that O on the 0 to 10 scaie
represents the lowest conceivable level of performance for this unit and 10 represents a goal
aspired to in 1 to 2 years, then current performance is the baseline. The rule-of-thumb {s to
establish current performance at Level 3 on the common performance scale. For instance, if .35
is the baseline for indicator 1, Abort (computed by number of takeoff aborts/number takeoffs), it
would be written under column 1 on line 5 to correspond to 3 (baseline) on the scale. That fis,
the .35 would be written in column 1 on the same row as 3 (baseline) on the 0 to 10 common
performance scale (see Figure 7).,

2. Establish performance levels for each indicator to correspond to 0 and 10 ¢n the common
nerformance scale., After baselines are set for each indicator, the next step {is to define
performance levels O and 10 for each indicator., Level 0 is the level of performance envisioned
as the worst that reasonadly might occur within this unft on the indicator 1in question,
Establish the number and write it in the appropriate indicator column on the same line as O in
the performance scale at the extreme right., Ffor instance, in Figure 7 this value fs "Over ,75"
for Indicator 1, Abort, so Over ,75 appears on the bottom row oOn 1ine 5 to correspond with 0
{worst) on the 0 to 10 commen performance scale. Repeat this step for Level 10, Level 10 {s a
c¢hallenging goal that could be reached 1f {mprovement were continyed for 1 to 2 years. The
selected time perfod should correspcnd to the planning horizon of the organization., Write this
number 1n the appropriate indicator column on the same line as 10 in the performance scale at the
right. For fnstance, in Figure 7 this value is ".01" for Indicator 1, Abort, so .01 appears on
the row on line 5 to correspond with 10 (1- to 2-year goal) on the 0 to 10 common performarce
scale.

3. Fi11 1n the remaining values. Now that Level 0, baseline Level 3, and Level 10 have been

determined for each fndicator, the remafning indicator performance levels can be adced. The
simplest way to do this §s to estabiish equal intervals between the baseline and Level 10 and
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between the baseline and Leve) 0. This assumes that it is equally difficult tu mnove up the scele
from one level to the next, [f it is believed that moving up the sCale gets progressively more
difficult as one moves to the top, the increments can be made larger at lower levels and
progressively smaller nearer the top of the scale., The performance scale for Indicator 1, Abort,
in Figure 7 illustrates a scale with unequal intervals,

4.2.1.4 Establish Manager's wWeights, The next step involves establishing weignts for
individual indfcators (see Figure 7, line 7, labellec “Maniger's weight"), Ir establishing an
overall score {the sum of performance levels on all indicators) for a KRA, it is likely that
indicators are not equally important {in terms of their individual contributions to mission
accomplishment, Therefore, indicators can be differentially weighted to reflect their varying
importance. This weighting process is accomplished by dividing 100 points amon; the indicators.
In Figure 7, 100 points are allocated on line 7 to the five indicators. Indicator 1, Abort,
recefved 30 points; Indicator 2, Delay, received 20 points; Indicator 3, N.O.R,S., received 20
points; and so on, This distribution can be made by the unit commander, a manager, or a group.
The group would involve the entire management team and has the benefit of assuring a similar
understanding among team members of the relative priorities of indicators.

4,2.2 Using the Objectives Matrix

Once the abdbove steps are completed, the Opbjectives Matrix is ready for use. Before its use,
however, the period of performance tracking must be defined. Normally this will be monthly. In
any case, using the Objectives Matrix involves the following steps.

4,2.2.1 0Obtain Measurements for the Current Period. Measurements of performance on each
indicator for the current month are written on line 4, labelled "Measurements {current period}.”
In Figure 7, for the month under consideration, the result of the computatior of the formula
shown 1n 1ine 3 for Indicator 1, Abort, was .03. This value was placed under Abort on line 4,

4.,2,2.2 0btafn Current Period Score, The current period measurement of a given indfcator
(shown on 1ine 4) {s located on the performance scale (shown on line §) and then compared with
the 0 to 10 common performance scale at the extreme right, In Ffigure 7, the current perfod
measurement for Aborts of .03 on line 4 is located on line 5 and corresponds to Level 8 on the 0
to 10 common performance scale at the extreme right., Therefore, an 8 1s written on line 6,
labelled "Current period equivalent score,” 1n the Abort column, For the second indfcator,
Delay, the current perfod measure, 18 hours, shown on line 4 {s located on the performance scale
{14ne 5). 7he performance level of 18 for Delay translates as Level S on the O to 10 common
ﬁ performance scale at the extreme right, Therefore, a 5 {s written on 1ine 6, "Current period
equfvaient score,” in the Delay column. This process is repeated for all indicators to fill out
a1l values in row 6, It should be emphasfzed that each higher level of performance to be
achieved should be treated as a hurdle,

4.2.2.3 Obtain Weighted Score. The “Current period equivalent score,” line 6, 1s then
multiplied by the value in lire 7, "Manager's wefght,” to obtain the “fquivalent score x weight”
value shown on the bottom 1ine, line 8, as shown in Figure 7. For instance, the “"Current perfod
equivalent score” for Aborts on line 6 (which is B8) multiplied by the corresponding “Manager's
weight” of 30 on Yine 7 yields an "Equivalent score x weight” value of 240 on line 8, F{inally,
the overali score for this KRA, 740, s obtained by summing the "Equivalent score x weight"
values for all findfcators (al) values on line 8), Tnis sum, 740, (240+100+140+160+100) s the
total KRA or organizational performance score for the current perfod,

4,2,2.4 Use the KRA Score to Assess Performance Improvement. Absolute scores do not tell
unit commanders or unft members much about their performance. It {s more useful to compare
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current performance with some measure of performance in the past. Typically, organizations
compute monthly comparisons between present performance and a baseline. Such computation may be
made as follows:

Assuming a baseline performance score of 710 and a current period performance score of 740,
the current period performance index would be computed as follows:

Performance Index = Current Period Performance Score - S5aseline
performance Score X 100
Baseline Performance Score

Performance Index = 740 - 710 X 100
710

g 4.2
This indicates that productivity increased 4.2+ from tne baseline (710) to the current pericd
(740). Similar incices can be computed from the previouc month or any other period of interest,

Normally, current versus baseline and current verSu$ prévigus month ,ré the primary inaices of
interest.

4.2.3. Developing Line Graphs

A second method cf reporting results of productivity or performance measures is the line
graph. The line graph provides a pictorial representation of performance changes over time,
Often, they are piotted with respect to a goal or target level of performance. As iliustrated in
Figure 8, the line graph requires the definition of a time period for the horizontal axis and
performance levels for the vertical axis. The addition of a baseline and goal are optional, but
useful. Once constructed, the line graph requires little mainterance other than plotting da‘sa
for each montr,

900 -
800 - Goal = 750 sq. ft/hr.
b cececnccenccecamcacassersccansascasnocsrenssrnnsncons conyfoannne
700 |-
Monthly 600 F
Avg, No.
Sq. Ft, 59¢ -
Cleaned

Per paid 400 /o
Hour /0

°r o/o/o/o
200 -
3aseline R e 3 S L T e L TR P
100 IS U NSNS W B B | [ 1 [ 1 1 !
1 2 3 4 5 € 7 & 9 1 N 12 13 148
Months

Figurc 8, Example of Line Graph.




4.2.4 Using Line Graphs

Line graphs can be used with the Objectives Matrix to portray performance on each indicator
and/or overall performance. It is not recommended that a line greph be used to portray a single
performance/prodactivity indicator because it could focus the attention of the organization on
one aspect of performance to the exclusion of others. As a consequenie, the measurement of
overall performance may be distorted. This potential problem is illustrated by the line graph in
Figure B. Suppcse this graph were displayed in a maintenance area to provide feedback to the
maintenance staff. It suggests that management wants to increase the number of square feet of
space cleaned per paid work hour. Obviously, there are many ways that employees can make the
measure increase. Cne way is to reduce time spert providing quality service to customers so that
more time could be devoted to cleaning. Therefore, unless management also provides a line graph
displaying quality, the use of the graph in Figure 3 could be harmful. Cisplaying a graph sends
a clear signal to members of the crganization about what perfermance is desired. Therefore, the
commander must ensure that the right message is sent,

4.3 Considerations in Froviding Feedback

As stated 2arlier, feedback 1is a powerful twol for improviny performarce,  AFHRL has
supported an extersive research proyram to identify practical guidelires fcr the use of feedtack
by Afr Force organizatices to improve and sustain performance 2r¢ procuctivity, This section
briefly summarizes significant lessons learned from tnis research. For more detail, see
Fritchard, Bigh:, Beitinj, Coverdale, ard Morgan (1931), A manuel on the use cof feedback ap
operational Air Force e~vironments is under preparation for AFHRL.

4.3.1 What Should Be Fed Back?

Measurement information contained in a feedback report shcula cover all important aspects of
work, It should cortain individual performance measures, as well as total performance based an
the sum of in¢ividual performance measures. It shoul¢ provide guantitative information oun
performance fcr the period, and it stould also specify "how good" that level cof performance is 1in
a qualitative -ense, Finally, as previously discussed, indicator data skoulc pe confinec to
information or dimensions of performance that are under the control of the tarjet crganization,

4,3,2 What Should Be the Source of FeedeEE?

The feedback re~crt should derive fron the productivity measurement system cevelcped by ihe
MGEEM. It shou'? Le proauced fn hard-copy form (e.g., computer report) and te perceivec ds
cominy from the superviscr or unit ommander.

4,3.3 What Form Should the Feedback Take?

Feedback reports for groups sho.ld be publicized. Tnis may te actievec dy 3iving veports to
all organization members and/or by posting the data in a <oRspicaous place wrere all organization
members can frequently view the resslts, The freguency of feedback depends con the nature of tre
work processes on which the measurement data are tased. A rule-of-thumb is tc Jive feedback as
frequently as the work cycle time permits. The feedbact report should incicate how the current
period cf performance compares with . previous period so that members of tihe organization can sce
changes, The Otjectives Matrix (Figure 7), comuines with line gJrapf feedback (Figure 5),
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satisfies these requirements, Another procedure which satisfies these requirements, called the
product-to-contingenices technique, is under preparation for AFHRL.

4.4 Linking Measurement to Group Problea Solving

Many Air Force organizations involve organization members in problem-solving activities, such
as quelity circles, task teams, and labor-management committees. Such groups differ as to how
they select the prodblems they will address. for instance, quality circles members are typically
free to make that determination on their own. The commander may suggest a problem, but members
are free to accept or reject the recommendations of the boss., In other arrangements, task teams
are formed to work on a defined problem or issue.

Khether management or teams select problems, it is often helpful to have a mechanism that
provides quantitative information on performance. The MGEEM fulfills this need. In the MGEEM
process, the organization defines its mission in terms of KRAS and indicators that cover the
important facets of performance, In those instances where the Objectives Matrix and/or lirne
graphs reveal trends in performance that may not be in the desired direction, these trends can be
investigated by problem-solving teams. Once a team has analyzed the problem and recommended and
implemented a solution, MGEEM data can be of further use in evaluating the effectiveness of the
implementation of the team's suggested intervention,

Most employee invclvement efforts have three areas of potential weakness. First, persons
{nvolved in such efforts worry about whether the problems they select for study will help the
organization, Second, management support for employee involvement efforts is often difficult to
obtain and maintain, Third, groups involved in such efforts experience a strong need to
demonstrate that their effcrts pay off for the organization. These questions are effectively
addressed by use of the MGEEM,

4.5 Pitfalls to Avoid

As 1s the case with any performance improvement strategy, there are potential dangers and
problems associated with use of the MGEEM. These can be avoided through judicious use of the
technique. This section draws from the authors' experience with the MGEEM and from recent
researcn on goal setting (locke & Latham, 1984) to address these potential dangers and problems.

4,5.1 Fear of Being Measured

Individuals often express concerns about the measurement of their performance, but these
concerns can be ameliorated. One concern, fear of failure, can be dealt with by encouraging
groups to set goals that are challenging but attainable, Another concern 1s fear of
repercussions from higher headquarters. This is often grounded in a past history of having been
"called on the carpet" by a superior for a performance problem, {inspection report, customer
complaint, etc. The facilitator can reduce this fear through the design of the MGEEM procedure
and the reporting process. The following steps are involved. First, including the higher-level
commander in the KRA development process will break down barriers and increase understanding up
the 1fne, Second, reports submitted up the 1ine should be summary reports that do not provide
detailed information on each {ndicator tracked. This will reduce the potential for
*micro-management” from above, For example, an agreement could be struck with the next
higher-level commander that regular reports submitted will include only the aggregate performance
index generated from the Objectives Matrix. This will provide a degree of insulation for the
Tower-level commander, but still ensure acccuntability for results.




4.5.2 Goals as Ceilings

S0als are intended to serve as targets that encourage performance improvement. However,
goals can operate as ceilings which discourage further effort once a target is reached. The key
to avoiding ceiling effects is tc establish in the organization an “etk:c" of continual
performance improvement. That is, regardless of the level of performance attained, there is an
understanding that there is a need to make further improvements, However, unless this rationale
is supported by rewards and reinforcers for excellent performance, the ethic will not be
sustained, In most Air Force organizations, there 1{s an ethic c¢f Fkigh performance.
Nevertheless, commanders must be continually alert to find new ways to recognize and reward
members of the orgianization far high performance to sustain this ethic. The MGEEM can be helpful
in sustzining such an ethic because it can be used to set up a situation in which the
organization competes with itself over time. This is healthy if reinforcec by the commander and
cen help overcome ceiling effects associated with goals. Through competition, goals <can be
reised, In addition, the Objectives Matrix provides a means of combining short-term goals with a
longer-term focus by having intermediate hurdles along the way to a 1- to 2-year goal. A manual
that includes a menu of incentives and forms of recognition, together witn measures of their
attractiveness to enlisted Air Force personnel, is in preparation for AFHRL. This document is
designed for use Ly commanders, managers, and supervisors to provide rewards and reinforcers to
help suctain a perfcrmance improvement ethic.

4.5.3 Non=-Goal Measures

"what you measure is what you get.,"” Because this is true, commanders rneec to ensure that
only important facets of organizationa)l performance are measured. The MGEEM guarantees this by
forcing the indicator development process to take place in relation to KRAs. Therefore, with the
MGEEM, 1t is impossible for the organization to develop a set of findicators that are easy to
measure but which miss the most important performance areas,

4.5.4 Gaming the System

As with any measurement system there is the potential for “gaming." People are creative with
respect to “giving the boss what he/she wants to see.” Controls for this tendency must attack
the motivation to “fake" rather than attempt to make the system fakeproof, That is, the
facilitator should concentrate on developing the participants' motivation tc create a good
system. Much of what has been said above deals with this issue. For instance, reducing the fear
of higher headguarters intervention, involving the organization in the development of the
measuremant system, and creating an ethic of continual performance improvement are all efforts to
raducz the motivation to "game the system.” There is no desire to game a system that members of
the organization feel truly belongs to them, If the MGEEM process 1s properly carried out,
succes<ful implementation of the system is assured.
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APPENDIX A: STRUCTURED INTERVIEW FORM

Format for Interview with Unit Commander

* Following introductions and preliminary discussion to establish rapport, the following' =

questions may be used to gather information, These are simply opening questions and should be
followed by "probes" to obtain more detail., Examples of probes are: “Tell me more about that."
“Could you elaborate?" "Could you give me a specific example?"

"The purpose of the interview is to make possible the construction of a systems diagram of the
organization, It is helpful to visualize this diagram as the interview is conducted,

1., What is the mission of this unit?
2. ¥hat are the major productg/services of the unit?

3. Who are the principal customers of the organization?

4, uhat'about staffing levels? How many military and civilian personnel are authorized?
Assigned? What is the breakdown by grade level and experience?

5; What other units does this organization depend upon for information or support in order -
to get the job done?

6. What degree of control do you, as commander, have over:
number of personnel hours?
material and equipment acquisition?
capital investment?
energy consumption?

7. How is this unit evaluated by higher headquarters?

8. What primary indicators do you use to tell you that the unit is doing what it is supposed
to do?

9. Do you have a standard in-briefing for visitors? 1If so, could I have a copy of your
briefing slides? What other written material would help me better understand your mission and
organizational structure?

10. What else should I know?

PRECEDING PAGE BLANK
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APPENDIX B:

MEASUREMENT IMPLEMINTATIUN PLAN FORMAT

1. Purpose of Measurement Effort
2. Definition of Productivity for this Organization
3, Specrfication of the Target Organization (what's incluced and what's not)
A4, Force Fielg Analysis Summary:
a, rforces for:
b. Forces Against;
5. Strategfes to:
a. Increase forces for:
b, ODecrease forces against:
6. Implementation Steps
Key Dates
Step Start Review rerson Responsibie
1.
2
N
7, Communication Activities
Activity Start Date Person Responsible
'l
2.
N
8., Coordination/Liaison Teguirements

oy o,
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APPENDIX C: SAMPLE KRAs AND INDICATORS
Propulsion Jrganization 5
Key Result Areas, Indicators and Data Souries

KRA 1: Sufficient number and quality of J-77 engines to meet mission requirements

1-1., Number of oparatle spare engines AF Form 1534, engine
Toetal engines on hand in shop management system
1-2. Number of test cell rejects AF Form 1534, engine
Number of engines tested management system
1-3, Number of premature removals within 100 hours (Time x+1) AF Fcrm 1534, engine
Number of premature removals within 100 hours (Time x) management system
1-4, Number of repair actions on wing within 100 hours Base level information
(Time x+1) system (BLIS)
Number of repair actions on wing within 100 hours
(Time x)
1-5, Number of 3-levels assigned Local training form
Total branch manning Unit Manning Document
1-6, Actual man-hours available AFTC Form 349,
Man=hours assigned Menthly Maintenance
Summary
1-7. Number of failed personnel and technical evaiuations AfF Form 2419, Routing
Number of evaluations and Review of Quality

Control Reports

KRA 2: Ensure morale and well-being of personnel

2-1, Frequency people recognized (Time x+1} Not avaflable
Frequency people recognized (Time x)

2-2. Number of defects detected on the job (Time x+1) QC reports and
Number of defectc detected on the job (Time x) maintenance standard
. evaluation team
{MSET) report

2-3. Number people late for work (Time x-1) Roll call books
Number people late (Time x)

2-4, Number of disciplinary actions (Time x+1) tnfavorable informa-
Number of disciplinary actions (Time x) tion f{le (UIf) and
consolidated base
personnel office
( CPD) personnel file

2-5, Hours of compensation time Locally maintained
Hours of overtime record
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2-6.

2-7.

KRA 13:

3.1,

3“20

3'30

3-4

3-6,

KRA 4:

4-1.

4'20

4'30

"40

KRA §:

5-1.

5.2-

5‘3-

Number of requests for change of duty section '‘Time xtl)

Number of requests for change of duty section (Time )

By section, Numter of counseling slips (Time x+';

Number of counseling slips (Time x) -

Proper 3ssignrent cf personnel

By section, hNumber of qualified peoplc availatle

Number of people assigned

By section, percent of 3-, 5-, and 7-levels assignec

By section, Total number of people assigned

Total authorizations

By section, average man-hours worked

Expected man-hours available

Number of personnel turnovers

Number of personnel turnovers

Safety of personnel

Number of safety-related incidents (Time x+1)

Number of safety-related incidents (Time x)

Number of detected safety violations (Time x+))

Number of DSV (Time x)

Hours lost per month because of accidents

Number of times protective apparel not worn when
required (Time x+1)

Number of times protective apparel not worn when
required (Time x)

Sroper tools and test equipment and facility

Number of appropriate Q.C. and MSET writeups (Time x+1)

Number of appropriate Q.C. and MSET writeups (Time x)

Number of tools on backorder (Time x+1)

Number of tools on backorder (Time x)

tumber of proper tool self-inspections (Time x+1)

Number of proper tool self-inspection (Time x)

Locally maintained
recor?d

Locally maintained
record

Af Form 623, On-
the-lob Training
Record .

Locally maintained
record °

Locally maintained
record

AFTC Form 349,
Monthly Maintenance

Summary

Locally maintained
recor:

Q.C. recora, safety
office record

Q.C. reports
Wing Safety office
record

Locally maintained
recurd

G.C. and MSET reports
AF rorm 601, Equip~
ment Action Regquest

Locally maintained
record




§-4, Number of not repairable this station (NRTS)

ote 4 (lime x¢1)

Nurber of not repairable this station (NRIS:

KRA 6: Proper conduct ani giscipline of perso.ne’

6-1. Average nunpir of counseling sessions before
action

§-2,* Humber of discinlinary actichs (Time a1
Number of gisciplinary actions {Time x)

6-3. Number of on-base incidents (Time x+1)

*See 2 - 4,
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“nde 4 (Time x)

nsliplingry

WO Form 349

"0cally maintained
reccr

1 and CGPO
gersernel file

M7 ;slice record




APPENDIX D: KRA DEVELOPMENT SESSION BRIEFING AND AGENDA
0800 Introduction

Introduction of Facilitator and Participants
Purpose of the Measurement Activity (Unit Commander)
Overview of MGEEM Process

Perspectives on Defining Measures (Stide 1)

What are Key Result Areas? (Slide 2)

Purpose of This Meeting

Questions

0830 Productivity Overview

Discussion of Organization Diagram (S1ide 3 is sample - should use diagram for the target
organization)

Definition of Productivity for the Target Organfzation

Questions

0900 Nominal Group Technique - Round 1

Statement of NST Question

State That Frame of Reference is That of Unit Commander
Silent Generation of Answers

Round-Robin Listing

Discussion and Clarification

Yote 1

1030 Break (Resultc of Vote 1 are tallied during break)

1045 NGT Task - Rouid 2

Discussion of voting Pattern
Modification cf Items
Vote 2

1130 Tally Vote 2 (Adjou-n {f sufficient agreement is obtained; otherwise, repeat the Round 2
process. Upor adjournment, establish time for followup "reasonability check” meeting).
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Date

APPENDIX E. KRA DEVELOPMINT WORKSHEET

Key Result Arces

Vote 1

Item No. voting Pattern Tally Ranking
1.




- —

7 key Result Arcas

Vote 2

Item No. Voting Pattern Tally Ranking
1 .




Udle

Final key Result Areas

Original
Rank Vote KRA No. Item Description




0800

0830

0800

1015

1030

APPENGIX F: AGENCA AND BRIGFING FOR INDICATCR DEVELUPMENT SESSION

Introduction and Overview

Purpose of the Measurement Activity {(Unit .cmmander)
Presentation and Discussion of KRAs Ceveloped Ly Team A
Task for Team B

Questions

Basic Considerations in Indicator Development

Definition of Productivity for the Target Organization
Desirable Indicator Characteristics (Siide 1)

gExamples of Performance Indicators (Slide ?)

Examples of Measures (Slide 3)

Indicator Development Quiz (Appendix §)

NGT Process

Ground Rules for Nominal Group Technique

Round 1 -- KRA No. 1 ({if aroup decides to start with KRA 1.
should be the one that is easfest to measure),

Break

(Continue until indicators have been generated for all KRAs.
takes 60 to 90 minutes per KRA).

57

The first KRA selected

Typically, the process
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APPENDIX G: [INDICATOR DEVELOPMENT QU:Z
Which one of the following phrases would be an 3cceptatle oulput indicator?
1
a. Pull eagines
b. Hours worked
c. Number of engines r .led per month

Which of the following . cators measure possible efficiency? (Choose one or more,)

a. Number of inspections conducted this periocd
Number of hours spent on inspections

b. Number of quality control errors detected this period
Number of products produced this period

¢. Actual expenditures this period
Planned ex.enditures this period

d. Actual numbcr of engines repaired per shift
Standard number of engines repaired per shift

e. Average time between repairs
f. Percent of total work hours vehicle {s available for use
g. MNumber of dollars damage to base property due to unforecasted severe weather

he First-term reenlistment rate for unit
‘rst-term reenlistment rate for base

In item 2, above, which fndicators are effectiveness indicators?

Which indicator below is controllable from ihe point of view of a maintenance branch?
a, MNumber of people authorized

b. Average number ¢f months in AFSC per person assigned

¢. Average number of hours to overhaul an engine
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Answers to Indicatar Development Quiz

1. Alternative "c" is the answer. Alternative "g" simply describes ¢ task and, as stated, is
not quantifiable, Alternative "p" coes nc: clearly specify what is to be measured; i.e., rumber
of hours worked per employee per month,

2. Alternatives "a,” "d," and “"f" are efficiency indicators; “a" is an output’input ratio; “¢"
is a comparison between actual and standard performance; and “f" measures utilization,

3. In {item 2, alternatives "b," "c," "g," ¢nd "h" are effectiveness indicatcrs; "b" {s a measure

. of quality; "c* s a measure of performance in reiation to budgeted goal; “g" is a measure of the
external impact on the unit itself. Obviously "h" is not a pure measure of irternal impact since
reenlistment rate ic affected by other infl.ences besides the way the wunit s managed.
Nevertheless, this indicator is partially controllable from the unit's point of view, which makes
alternative "h" a crude, but perhaps acceptable, indicator.

4. Alternative "c" is correct. The unit., through its work activity, can impact the number of
hours required to overhaul an engine, I!iowever, it has no direct control over the number of
people authorized, alternative "a,"” or the experience 1level of the personnel assigned,
alternative “b.” These factors are controlled by the Air Force manpower and assignment processes
and do not reflect the actions of an indivicual organization,
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APPENDIX I: [INCICATOR REVIEW SHEET

Indicator # Importance As indicated To Management

Curtently trached in this fOMM e N0 e | (| PEEE——— ! Very Important / Must Track

Iy wording of indicator O K.? ‘o Yes awsml Nice to Have i Not Critical
Modilication e} NOt Important ' Unnecessary to Track
Tod
¢ 4. Data Availability o Ye3 amapp- Where? ——c——— VU MET410F

e NO === Feasible t0 COllEC!? mmme Yes wwmm No Denominator
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